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PREFACE

The supplement presents a distillation of the qualitative materials gathered
over the four years of the New Pride Replication Program by field investigators
from the National Evaluation research team. Site visits, interviews, and the
acquisition of archival materials were the primary responsibility of Susan
Laurence (for the Boston, Camden, and Fresno sites), Charmian Knowles (for the
Georgetown, Providence, and San Francisco sites), and Barbara West (for the
Chicago, Kansas City, Los Angeles, and Pensacola sites). Dr. West was assisted
regularly in Pensacola by a five-year advisor to the evaluation, Dr. Terence
Thornberry.

The Supplement begins with a conceptual discussion of project development
in which a general model of organizational change is applied to the
implementation of social programs as organizations. The model employed here is
that of Dr. Ichak Adizes of the Graduate School of Management Studies at
UCLA. It is followed by a discussion of how the analytic backdrop of the Adizes
model was applied to the New Pride data.

The chapter on project development provides an overall conceptual
organization for the qualitative materials presented in the case studies. The
report outline lists the substantive issues covered by the individual site analyses,
although the areas of emphasis and the order of their presentation differs
depending upon the combination of factors unique to each site.

The case studies were compiled for presentation by Susan Laurence and Dr.
Paula Gordon. They were assisted in Fresno by Teresa Roth, and in Chicago by
Dr. John Holton, local evaluators of their respective projects during the full
period of the Federal grants. Writing of the ethnographies and their abstracts
were the responsibility of Susan Laurence and Barbara West, both five-year
members of the National Evaluation Research team at Pacific Institute.
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PROJECT DEVELOPMENT

Moét social programs initiated at the state or Federal level do not involve
establishing whole new organizations. Rather, they usually support the
development of new activities within existing organizations, and use previously
established structures of agency management, boards of directors,
accountability, and community support. Ordinarily, such programs augment and
encourage the diversification of existing resources. This was not the case in the

New Pride Replication Program.

In this initiative, ten new highly complex and multifaceted organizationé
were started from scratch. Each was required to develop its own management
structure, community board, evaluation, and network of community support.
Because replicating New Pride meant founding new organizations, and not
merely adding different tasks or activities to existing ones, an opportunity was
afforded to observe the processes of organizational development first hand.

The projects went through periods of rapid growth and development that
could be characterized in certain ways because they were similar from site to
site. That is, they all began an organizational life cycle at the same time and
with approximately the same dollar amount of resources. They were all to
replicate the same comprehensive and holistic treatment model of services to
the same target population or chronic juvenile offenders. This means that the
conditions of observation werk ideal.

Researchers from the National Evaluation of the New Pride Replication
Program observed the processes of project implementation over the course of
four years. In that time, we noted that certain management structures seemed
to work out well, while others failed to work at all; that some parent agencies
succeeded in launching new projects, while others seemed to inhibit the effort at
every turn. Most important to both effective implementation and
institutionalization were the capabilities and interface of two sets of managers,
those from the parent agency and those from the project. Whenever they pulled
together in an effective working relationship, and had the best interest of the

T



project as a primary goal of their concerted action, the projects were more
likely to succeed. Furthermore, problems that could not be solved were much

less likely to arise.

Tracing project history, three phases were easily distinguishable: Start-up,
Implementation, and Stabilization. At each passage from one stage to another,
particuiar challenges had to be met, and typical patterns of behavior emerged.
Since the tasks were different as projects moved from one phase to the next, the
management functions necessary to implement them shifted accordingly. Pax:ent
agencies, or grantees, were also in their own phases of development at the time
they attempted to replicate New Pride. The type of parent agency as defined.by
its specialization or expertise, and its own stage at the time of implementation

often affected the way the new projects were supported.

Management roles and their relationship to the phases of organizational
life have been identified by Dr. Ichak Adizes of the Graduate School of
Management, UCLA. Adizes worked with over fifty organizations in various
efforts to help them define and solve management crises, including the
governments of Sweden, Brazil, Ghana, Israel, and Los Angeles County \V./elfare
Department. His schema of organizational passage and its interface with .the
different roles of management provided a useful framework from which to view
the history of the New Pride Replication Program. His research confirmed that
as organizations pass from one phase of lifg to the next, different management
"roles are emphasized and the different role combinations that result produce

different organizational behavior (Adizes, 1979:4)."

This paper presents a brief background discussion and Adizes' theory of
organizational development, which is based on a more global perspeci:ive. of
organizations generally. This theory provided insight into the process fmdxr.\gs
from the New Pride Replication Programs as well as a sense of understanding
about why certain managers seemed to be less successful than others in
implementing their projects. It also formed the bases for our discussion of the

findings and future recommendations at the organizational level.
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The Life Cycle Concept

The major proponents of a life-cycle orientation in the study of history
were grand theorists, such as Max Weber, Oswald Spengler, Arnold Toynbee, and
Pitrim Sorokin, who examined whole societies or cultures and extremely long-
lived organizations such as churches. Modern sociologists have observed the
processes described by life-cycle theorists in many types of social organizations,
but have not ventured detailed explanations of them. March and Simon (1959)
described organizational management, innovation, and change using concepts
that were similar to those of Adizes, but without developing fully the life-cycle
idea. For example, they noted, "it is often claimed that the personality traits
required of top executives during such an innovating phase are different from the
traits required during the subsequent program-execution stage. The differences
are in the obvious direction—'idea man! versus orderly bureaucrat. (1959:190)."

Sincheombe (1965) intriguingly described the advent of groups of major
industries in certain historical periods, after which no new ones of that type
emerged. His portrayal was suggestive of an element of historical determinism
in the kinds of organizations and organizational structures that emerged. For
instance, the industries that had been formed earliest and that were still
operating in 1950--agriculture, wholesale and retail trades, had many unpaid
family employees and family members acting as managers at that time, and very
few clerks and professionals. Industries formed later--in the early nineteenth
Century, by contrast, had nzarly no unpaid family members in 1950. Relatives
remained managers, and the clerical component was substantial: about half of
the administrative employees. The woodworking, apparel, textile, and banking
industries were included in this group:

"Late nineteenth-century organizations--railroads, mining,
and metals firms--clearly separated ownership from
managerial responsibility; that is, the proportion of family
members acting as managers was very small. Again, the
clerical component was quite large in these industries.
Finally, industries established in this century are similar
to their nineteenth-century counterparts except that they
employ many professionals. With only one exception
(automobile repairs), industries in this category require
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professional qualifications of more than half of their
managers (Blau and Meyer, 197 1:33-4)."

By studying a cross-section of industry types, Blau and Meyer concluded
that the conditions conducive to rationalization or bureaucratization do not
necessarily give rise to it in already established organizations. They documented
that many of the organizations founded earlier resisted change, even though
older industries were generally less profitable than newer ones. Efficiency
seemed to have suffered from a lack of innovation. For Blau and Meyer,
overcoming inertia appeared to require new organizations or new managers that

were unencumbered by traditions and personal loyalties.

Findings on the more global level of these analyses, while suggestive, are
still too broad to be useful in defining changes that may occur in a single
organization. Certainly, the most predominant type of analysis in the study of
social organization is one which examines the characteristics of enterprises
within one or another phase. Specifically, bureaucracy has received an enormous
amount of attention in the literature, stemming perhaps from Max Weber's
earlier interest in the phenomenon and fear of its increasing predominance in

modern life (e.g., the "iron cage").

Modern organizational theorists have tended to be structuralists (Merton,

Parsons, Blau) or conflict theorists (Dahrendorf, Domhoff). Both of these

orientations see the impetus for change as originating outside of the
organizations themselves. In these perspectives, organizations react to
essentially external pressures and constraints by accomodating successfully to
them or rising in conflict to change them (Coser, 1956). Such conflict may result
in supremacy or defeat, bargaining, trade-offs, and sometimes new laws which
appease neither side (Chambliss, 1969). But, social change from both
perspectives still has as its main focus interorganizational rather than
intraorganizational dynamics. The idea that organizations might develop much
as people do and that steps toward growth and survival must be taken in a
stepwise sequential fashion so that no stage can be skipped, is essentially new in

modern sociology. Developmental psychology (Kohlberg, Turiel, Piaget) defined
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Management Roles
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consciousness to an organic way of thinking; from, "Everyone for himself," to,

"Everyone for the greater good of us all."

While all four of these roles are seen as essential to an organization's
effectiveness, emphasis on one or another of them automatically occurs as
phase-related demands are faced. Retaining the entrepreneurial role is believed
to be most essential to continuing organizational health, because it retards the

\

later periods of decline .

The following list, derived from the Adizes model, depicts the most
important managerial functions in each stage. Capital letters indicate that the
function is very important, while small letters denote less important, though
necessary functions (P =Producer, A = Administrator, E = Entrepreneur,
I = Integrator). In the very late phases of organizational history, missing letters

suggest functions which are not present at all.

Stage Function
Courtship paEi
Infancy Paei
Go-Go PaEi
Adolescence pAEi
Prime PAEIi
Maturity PAel
Aristocracy pAel
Early Bureau- '
cracy ai
Bureaucracy A
Death

A Theory of Crganizational Lifecycles

People, organizations, and even societies have life-cycles - including birth,
growth, maturity, old age, and death. At every life-cycle passage a typical

S-6

PR e

pattern of behavior emerges as different challenges and problems are met. If
phase-related challenges are not met in a reasonably successful manner at each
stage, premature inefficiency and even dissolution can occur. Since these
processes were distinctly observable in the New Pride Replication Programs, this
presentation of the theory is phrased in terms of project development.!l

Start-Up

Within the start-up phase, two stages are identifiable: Courtship and

Infancy.

Courtship Stage: In this stage, there is as yet no organizaation. "At this
passage the most pronounced role is E, Entrepreneuring. Founders are basically
dreaming about 'what we might do.! There is excitement. Promises are made
that later, in retrospect, might appear to have been made irresponsibly, without
sufficient regard for the facts and for reality...." In the contexts of social
programs, large numbers of clients meeting stringent criteria for eligibility may
be promised. Random assignment may be proposed by researchers. The
excitement is often accompanied by frantic activity. "One gets a sense that the
founders are in love with their idea. They behave like missionaries searching for
an audience to convert. It appears as if this process of selling the idea to others
is actually a process of reinforcing their own commitment. Solidifying a
commitment to the idea is indispensible if the founders are to succeed in building

an organization from scratch (Adizes, 1979:4)."

Infancy: One important sign that an organization is about to be born is
that there are significant expenses to be paid, symbolizing risk. The introduction

1 It should be noted that each organization goes through the same
phases in the same order, but they take different time intervals to do
S0, some shorter and some longer. Agencies responsible for
implementing new tasks, rather than new organizations, begin
activities at the phase they are already in and do not necessarily go
through future ones just because of new activities. That is, this
model; while applying to all organizations, does not apply to every
activity classified as a Federal, state, or local program.

' S-7
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of task-generated risk leads to a behavioral shift. "Tfme frenZ)t of crleati:gbxd:::
Is discouraged. The entrepreneurial role declines rapidly and is rep afceh yis :
producer role. The Entrepreneur has created the risk and, now tt?at t :Ar:. s
commitment to deliver something, the Producer must cover jthe risk. ’ :zeof,
1979:4)." This is a painful process of doing, of working terribly hard. Lots

working capital, or "front money," is needed.

At this stage, it is the love affair between the infant o‘rganization and:::
founder (E) that keeps the project alive. For this reason, Adizes sees the a;: ;n
and sometimes almost single-handed participation of the fount:ier as te ;
critical to the survival of an infant organization. Nearly alezays in a .stta teion
crisis, a condition of "management by crisis" best characterizes the si :as If
Infant organizations are very demanding. They are abfxays short of resour: e .is .
the cost of development is too high, and the state of u.'lfancy too. longt,ht reerjs @
danger that the founder may become exhausted and.gwe up. Smc:an eer o
managerial depth, it is impossible to delegate. Ev'en if th.ere was, a h'g e
that forced delegation of the founder's functions mxg}?t cause his o
alienation and reduce the essential high level of co'mm.xtment. Wh:t h;ezr
founders going is an unlimited dedication to the orgamzcjmon createdbey e
her labor. Therefore, the delegation of functions at this stage car.\ se
dangérous to the health of organizations and can have fatal repercussions.

Implementation

izati i : -Go
Two stages are distinguishable as organizations are implemented: Go

and Adolescence.

Go-Go Stage: An organization which has survived infancy and arrived at a

phase parallel to human toddlers is in this stage. .Mar.lagers can see at las:e\:uiﬁ:
it is they are trying to do. A Go-Go organization I:na.s the sar:e -
orientation (P) that an Infant organization has, but with é Tnsmr:l anf:l .a 1or:.:xce :
appetite (E). It moves very quickly, often making decisions intuitive y

izati i ms to
lacks experience. For a Go-Go organization, almost every opportunity see

e A G

e

become a priority. Mts interest Span is short (Adizes, 1979:5) The survival of
infancy provides a feeling of Success, of being able to handle it all. Management
becomes joyful and arrogant. Instead of Management by crisjs that
characterized infancy, there is now crisis by management. A Go-Go
organization usually gets into trouble by getting into too much, As Adizes
explains, "They can lose overnight what they earned aj] year." The desire to add

" more or to diversify is very compelling. For an organization in thjs phase,

everything is a priority. Thus it has none.

for the survival of the organization in earlier stages, starts to become
dysfunctional after the Go-Go stage. As it enters adolescence, the
Administrative role becomes more important. Since managers with an "gn
orientation are often in conflict with those having an "An orientation, there are
difficult problems to be faced at this point. The loving embrace of the founder
can become a stranglehold if he or she refuses to depersonalize policies and
institutionalize leadership; that is, to establish workable systems, procedures,
and policies that do not require his or her personal judgment (Adizes, 1979:6).
The Administrative role becomes more important because the organization needs
to be put on a footing so that jt will be able to operate without running to the
founder to handle every little decision. If the Administrative function does not
become emphasized at this point, the organization faces a new danger, that of
falling into what Adizes has termed & "Founder's Trap® If this happens, it
cannot continue to 8row or develop until the founder leaves. According to
Adizes, capitalism made its greatest contribution historically by the employment
of professional Mmanagers at this point in the life-cycle.

Adolescent Organization: A switch occurs as the organization enters
adolescence. In the Go~Go stage, more was better, In Adolescence, better
becomes more important. At this point, E (the founder) must grow up. His or
her projeét is moving toward independence. There is a necessary transition from
the absolute monarchy of earlier times to a constitutional monarchy. Policies
must be written to which the monarchs themselves are bound. This signals a
change from entrepreneurial Management to professional management. In the

e S T R et oy L i
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Go-Go organization, everything centered around people, not around tasks. The
organizational chart looked, "like a chicken walked all over a piece of paper."
Everybody depended on and had developed an addiction to the founder. Now a
restructuring must occur around tasks, but it must be done in such a way that the
entrepreneurial role is not lost. If Entrepreneuring goes down or out at this
stage, there is a danger that a premature aging process might ensue in which the

organization loses its heart and its vision for the long range future.

Therefore, a healthy adolescence for an organization is one in which the
growth in administrative effort is at the expense of producing results (P).
Management must consciously decide to invest the time necessary for getting
organized. Part of the time that was formerly spent on doing must now be spent
on organizing, on planning and coordinating meetings, on developing training
programs and labor policies. Yet this conscious decision to "cool off the growth
rate for awhile to permit new growth over the long run," is not easily achieved.
The transition "requires behavior that is intrinsically in conflict. Administrative
behavior seeks stability, while Entrepreneuring is change oriented. The conilict
between the two orientations exhibits itself in clique formation (Adizes,

1979:7)

If the organization was a partnership, there is a danger that the partners
might get divorced at this stage. If their original commitment which was built
during courtship has been consumed by day-to-day fighting, their psychological
contract may be broken. One partner or a group of peéple then continues in the
Production-Administration mode, that is, "in the conservative, less ambitious
route;" the Entrepreneur, who had the vision that founded the organization

initially, looks around for other opportunities to start all over again.

In adolescence, what is done is frequently endangered by how it is done. At
this phase, a strong Integrator (I) can forstall the need for the administrative
emphasis, and can sometimes patch up the wounds. The Integrator can assist in a
process of redefining leadership roles, getting the warring factions to define
their mission and articulate organizational goals, and team-buiiding to free the
organization from the "Go to founder. Ask him. Come back." problem.

‘ S-10
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Teamwork is needed, as well as a mission and a structure that protects the
Entrepreneur by moving hi‘m or her upstairs for a logical specialization in
corporate development or planning. The Entrepreneur is best moved out of
opera.tio.ns and into a new position as Chairman of the Board. But the (E) must
remain in-house and working on behalf of the enterprise for the long term health

of izati
the organization. If he or she leaves altogether, premature aging takes place

Stabilization

. Two additional phases can be distinguished within the general process of
project stabilization: Prime and Maturity.

Prime Organization: If an organization gets safely through adolescence, it
enters the Prime state of its life-cycle. As observed by Adizes, "The rix"n
organization has a results orientation (P}, Furthermore, it ha,s plan: an:
procedures to schieve efficiency (A), and at the same time, it has not lost its
aware'ness of what is happening 'out there' (E).  While in the Go-Go
or:gamzation..." achievment is helter-skelter, it is stable and predictable for the
Prime. Projections of activity are not only possible, but they can be met and
performance frequently "sets standards for the industry (Adizes, 1979:7)"  An

organization in the prime stage has structure, a systerﬁ, and a plan. Form and
function are equally important.

"Staying in Prime is not assured, however. With time, aspirations of top
mal.'nagement change. Aspirations are a function of the disparity between the
desired and the expected. If what management desires is higher than what it
expects to achieve, there will be energy and aspirations for change (Adizes
1979:7)." 1f not, there is a tendancy to let things remain as they are. ’

Remaining in the prime stage is possible vy taking proactive and preventive
meastfres not to lose coalesced authority, power, and influence that the
org.am:?ation has already gained. This is donm by implementing steps that help to
maintain a high entrepreneurial (E) orientation. It ideally consis’csP of
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reorganizing for decentralization. When an organization is decentralized,

managers at lower organizational levels are expected to show leadership, which

involves taking initiatives (E) and motivating subordinates to follow those

initiatives (). Decentralization develops essential entrepreneurial and

integrating functions experientially. New spinoff organizations or projects are
ideally started at this point. Divergent thinking becomes necessary, whereas

convergent thinking was necessary earlier.

Mature Organization: A mature organization is characterized by a results
orientation (P) and institutionalized systems (A) such as procedures, policies, and
a system for getting things done. A climate of friendship emerges (I) along with
the beginning of a period of decline. No real eagerness exists to challenge new
tasks or each other. (Entrepreneurial functions are not emphasized at all).
People spend more time interacting with each other than producing results.
There are many more meetings, while any sense of urgency is lost. Formality
ensues. "New ideas are received without excitement, criticism, or enthusiastic

acceptance." Eventually, the results orientation is affected as well, and the
Form slowly becomes more important than

eagerness to excel declines.

function. Up to the Prime stage, an organization succeeded by a willingness to

take risks.- Thereafter, it succeeds by the amount of risk that is avoided.

None of the New Pride projects had reached these later stages in the

organizational life-cycle by the conclusion of the study. However, descriptions
of later stages are provided so that the context of projects initiated within older

parent agencies may be put into a broader perspective.

Decline

Organizational decline is characterized by the crystallization of activity in
prescribed and customary ways. Maintaining the status quo ¢ventually becomes

the most desirable state of affairs and even the thought of change or of new
ventures can become troublesome. In late maturity, three phases are described;

Aristocracy, Early Bureaucracy, and Bureaucracy.
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Managers have ;

everyone is afr:;; :Zc::sc;ous f-ear about the future of the organization, byt
very formal, they rely on );h nything about it. In meetings, which have become
ensues through their admi- t‘; 'Past to carry them through the futyre., A paralysis
wave. Being neither - :s:jn for .the Past, and no one dares to make the first
organization beging 1 fo. ts oriented (P), nor entrepreneurial (E), the
heavy, budgetary sllocas e con'trac.ts and revenues. If it js reasonably cash
integrative efforts (I): "mons anamy 80 into administrative systems (A) and
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than generate new products or penetrate ri::v lfn:—f;:: d t;o:-ar;seb:;i:cr::s rathe;

muc

? ? C

g N

A ritual of hy i£i

and with 1 :an sacrifice ensues (Adizes, 1979:12)." The level of
1T, t aranoia ri

entrepre ’ ehneed to place the blame on someone. It is usually : I
neur w i o ) ny remaini

0 gets fired at this point, leaving only "dea dWOodl)!' - amm?

' Persona

"Performan i
The better peopl;es;l:: tiechnes further, making everyone even more paranoid.
can continue 25 & vicious ‘-‘-}" arle feared, either are fired or leave., This process
organization can sscur. exu:n-c1 e. The end result is bankruptcy. But if the
achievements (like taon nal sources of supporting funds despite its objective
bureaucracy (Adizes, 1979, €Y supported government agencies), the result is full
» 1979:12-13).m .
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Bureaucracy: In a bureéucracy the "why" is forgotten entirely. "A Policy"
is the explanation. In Early Bureaucracy it was still possible to get something
done if one knew the right person. In a full-blown bureaucracy very little gets
done, even though managers agree a lot. "There is no results orientation, no
inclination to change, no teamwork - only systems, rules, procedures, forms."
There is no flexibility. Outside interference is not welcomed. What the left
hand does, the right hand doesn't know. An organization in this stage exists
almost entirely through artificial life-support systems, having built layers of -
isolation around itself (i.e., one telephone line, one window open to clients only a

very few hours a day, form letters in response to specific requests).

Organizations that have to work with bureaucracies provide an artificial

bypass system by setting up special departments whose full-time task is called
government relations, or public relations. "These departments get to know the
inner workings of the bureaucracy and attempt to manipulate it to produce the
results desired by the client. The monopoly that bureaucracies have on certain
activities, the captive audience that is forced by law to 'buy' their services,
provide the hospital-like, nonthreatening environment. The synergy of such a
protected environment and the external bypass systems Qrovided by the clients
of the organizations keep them functioning (Adizes, 1979:13)."

Death: The organization stops all action and is dissolved.

Analysis of New Pride Sites

It is clear that any project has to be responsive to the needs of its
purchasers or public, i.e., the community which it serves and to which it must

sell itself and its services, its goals and aspirations. In reviewing the statements

made about the role of the Project Director in the replication materials, every
specified duty but one was of an Entrepreneurial type. The Project Director role
required developing the goals, the objectives, the broad ambitions of the project
and selling them to others in the Juvenile Justice System, the Parent Agency,
and to the staff. It necessitated continuous public relations activities, as well as
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interfacing with OJIDP. It involved doing everything necessary to get the
project launched. In a way the developmental process, emphasizing these
functions, must be characterized as continuing until the project becomes
completely independent of Federal subsidy. Institutionalization complete, the
project may then be considered a clear presence in the community serving the

needs of that community.

Community Groups

0JJDP; Director Juvenile
State ¢ Needs Effective » Justice
Agencies Interface System
|
v

Parent Organization

Because of the complexities and challenges involved in founding new
organizations, the most effective project directors were Entrepreneurial types
with strong commitments to establishing New Pride in their own communities.
The project's need for an Entrepreneur was initially little appreciated. Since the
model, its components, staffing patterns, and so forth had already been defined,
many felt that the most essential role was that of a Producer; or simply a
manager who could execute a previously defined plan. What was less well
understood, at least in the beginning, was that strategies for implementation and
for institutionalization had to be developed from scratch in each jurisdiction.
These tasks required vision, a sense of deeply engrained commitment to the
project, an awareness of both internal and external sources of support, and an
ability to mobilize them effectively on the project's behalf.

Proposals for the replication sites were initiated and generally written by
individuals whose skills are entrepreneurial in nature because the task involved
giving birth to a new endeavor for the parent agency. In two cases it also
entailed founding new parent agencies that would be responsible for overseeing
their respective New Pride projects. However, grantees were not supposed to
exercise the kind of entrepreneurship that might have involved changing the

model to suit local circumstances. Rather, the awards were provided to
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establish replications of an ongoing LEAA exemplary project that was originally

founded in Denver, Colorado.

Because they were replications, New Pride grantees were expected to
execute business as mature organizations shortly after they were funded.. T.here
was little tolerance of the experimentation associated with young organizations. .
Instead, these early periods were compressed, and the projects hafi to go‘ff'om
birth to.maturity very quickly. The necessary speed due to 1fhe spec‘lal condltxon:
of funding and its anticipated termination after a brief period of time produce

stage transitions in rapid sucession.

The life-cycle theory that we have been describing suggests tl'?at each new
phase requires an emphasis on different kinds of management functions (PAEI -
Production, Administration, Entrepreneurship, Integration) and t.hati these
frequently do not overlap successfully. Whenever they do not, there is hkily :o
be an organizational crisis. Several New Pride projects ended up .on the shoa s;
while others navigated successfully through the challenges of rapid growth an

transition.

By studying the development of New Pride Replication' proje;ts., PIRE
found that a management orientation or structure that was 1nappropr1a.te to
phase-related tasks became a key problem in several instances. The necessn':y. to
change from informal to formal procedures and policies marked the ‘c.ransdmobn
most fraught with difficulty in those projects that were establishe y ;:
’entreprenurial types. It threatened the environment of a-ut.onom).' wdlcb:
Entrepreneurs love, and to a certain extent, the sense of creativity en)oy.e y
founders and other early administrators. Yet this change was essential to
provide a comprehensible, expectable, and stable environment for the staff and

clients, as well as systematic procedures of accountability to the courts.

On the other hand, several projects experienced problems from the
beginning because they were never headed by entreprenetfrs. In.some. castes,
professional administrators hired to direct the projects T:rfed to flx.pohcy doo
early, fostering a rather cold environment in which creativity was stifled under
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rules that had no basis in the project's experience. Such administrators had little

vision of the future and could not inspire hope of institutionaliza

tion. Lacking a
sense of direction about the future,

they could not effectively sell the project
nor raise the necessary funds. Most critical in the early stages,

_ but very
~important throughout, was the key role of the Entrepreneur.

As expected from the theory of organizational life-cycles, the efficacy of
new projects seemed almost contingent on the continuing active participation of
the person who put each proposal together. In nine out of ten cases, this was the
individual imbued with commitment to establishing New Pride in his

or her city.
The ideal place for these "founders"

was in the Project Director role.

es ask potential grantees to specify
whether or not the conceptualizers or writers of proposals will be the ones

directing the projects. (The mother-like commitment of the founder
the implementation of his or her

Such a managerial set-up was clear

Solicitations of many government agenci

-director to
vision is necessary to organizational health.)
ly optimal for effective implementation.

The most effective directors had these qualifications of involvement from
the beginning, as well as experience directing youth programs in the communities

in which the New Pride projects were founded. That is, their experience was

local and specific to the New Pride city. This previously established credibility
yielded an easy interface with the area's Juvenile Courts.

Judging from all the organizations with which it was necessary to forge an
effective and rapid interface, it was important that the Project ljirector bring to
the job some coalesced authority, power, and influence with these other
organizations that had been built up through prior experience.

critical that working relationships and influential bonds h
established between the project directors and the parent o
sponsored the new projects.

It was especially
ad already been
rganizations that
These relationships assured the necessary
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administrative support and provided a smoothly functioning working
environment. 1

Yet the need for a committed entrepreneurial Fbunder-Project Director
coming from a pre-existing position within the parent agency restricted the
types of grantees that could supply this combination. As expected, the parent
organizations which were themselves in the Prime phase of the life-cycle were
most likely to be successful in founding new organizations and in providing
adequate support to them. A special case that worked well involved a parent
agency in its own early stage of development whose director also assumed the i
role of directing New Pride. In this case, the new project did not report to a
parent agency in a different and perhaps incompatible stage, so that no
premature decentralization of entrepre=zurial functions occurred.

The following table suggests the salience of the factors we have been ,
discussing to project longevity and institutionalization. The presence or absenrce :
of four key organizational variables are noted for each replication of Project
New Pride. In seven out of ten cases, simply adding one point for each element
provides a total score which is the same as complete years of Federal support.

OJJIDP decisions about the continuation of proj.ects were made on the basis
of how well the projects were implementing the model and in the final year, on
whether or not they had succeeded in generating money from another source.
Since these decisions were made on the basis of substantive considerations alone,
the four key factors identified here clearly had a bearing on the degree and
adequacy of implementaiton.

A ot

s e

A

In only three sites the structural ieatures of project organization did not
add up to the years of Federal support. In these cases the project continued ’
beyond the years predicted from the model. The only element that emerged as a

i i

1 This need has been historically recognized by many government
agencies whose solicitations ask that the persons who write proposals
be current employees of applicant organizations and not outside
consuitants.
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Table 1

- Organizational Variables and Their Relationship To Successful
Implementation and Institutionalization

Project
. Founder Founder Project Founder Whole Years Continued
P Employed by Has Active Supported by Directs Total Federal =~ With Other
Site Parent Agency Project Role2 Pparent Agency® New Pride! Score Support Support
Boston No 0 Yes | No 0 No 0O i S ¢ No
' Camden Yes | Yes | Yes | Yas 1 4 b Yes
? ? Chicago Yes 1 No 0 No 0 No 0 I 2 No
‘ Fresno Yes | Yes 1 No 0 No 0 2 4 Yes o
! | Georgetown Yes 1| Yes | No 0 No 0 2 2 No ‘-”r
; Kansas City Yes 1| Yes | Yes | No 0 3 3 No
’ ; Los Angeles No 0 Yes 1 No 0 No 0 | 1 No
: 1’; Pensacola Yes | Yes 1 Yes | Yes | b 4 No
;é j Providence Yes 1 Yes | Yes 1 Yes | 4 4 Yes
?g j San Francisco Yes 1| No 0 Yes 1| No 0 2 3 No
% ! 1 Employed by parent agency
Eé; : 2 Any position on the staff for any length of time ‘
;; 14 3 Active and continuous support for the project effort
; j & Officially or effectively the Director E
- * 6
- & b ‘ )

g
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similarity between these three sites is that they were each directed by women
during the period of Federal support extending beyond the years estimated from

by the four factor total sc:ore.1

As one can see from the following site descriptions, in four out of six
instances the Entrepreneur that was the key figure in the earliest stage either
never had a project role or left the project during its early months. One project
never had an Entrepreneur. In two others the Entrepreneur's project role was
one technically subordinate to a director hired from outside the parent agency.
In one of these situations, the founder had the power to hire or fire the director
as the executive vice president of the parent agency. This occasioned some
managerial conflicts that rebounded negatively on the project.

The most successful replications of Project New Pride were implemented
in agencies known in their communities for providing good programs to troubled
youth. These agencies had been around long enough tc have established local
credibility, but had not entered late stages of the organizational life-cycle. The
two projects that were established in much older agencies, having essentially
different organizational missions, did not succeed. The bureaucratic character
of their management structures (Administrative orientation) created an
inappropriate or isolated working environment for the projects.

1 While originally there were only two women project directors,
eventually, there were four. Two of the projects headed by women
were instituationalized with non-Federal dollars. The two remaining
ones closed after three years.
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BOSTON NEW PRIDE

i ject in the
a two-year grant of $820,125 to create and operate a New Pride project i

. . ile
City of Boston Project Concern had made arrangements with the juveni
ity .

ide
judges of the Roxbury Court and the Dorchester Court for the Boston New Pri
judg

to serve eligible youths from the two judicial jurisdictions.

The Juvenile Justice System

. . . ‘uvenile
The State of Massachusetts has played a unique role in the ﬁeld.of ).uve. i
tice in this country. In early 1970, Massachusetts closed its state institutions
justice i . o
j hich housed juvenile delinquents and status offenders and gave the Departm
W

ity-based
of Youth Services (DYS) the mandate to develop a system of community

jurisdicti urther
care for these youths. In the mid-1970s the jurisdiction of DYS was f

v imi i ories of
defined, and the scope of its services were limited to the followmg categ
?

e ho
th: (1) youths in detention between arrest and adjudication; (2) youths w
youth:

h the
are adjudicated delinquent and committed to DYS; and (3) youths whom

YS in
courts believe to be in need of DYS services but who are referred to the D

j by DYS
lieu of commitment. This latter category may be accepted or rejected by ’

i i t all
depending upon the funds they have available. DYS is obliged to accep

. s £
youths committed to it and has sole authority over their placemen

3 - 1" or
Closing the state institutions was a bold step away from "locking-up,
tF i rams for
incarcerating youth, and toward the development of alternative prog
m ) i roups
delinquents. As one court official noted, "There are very strong lobbying group
e .

against any kind of lock-up (for youths)."

As noted above, once a youth is committed by the judge to DYS,

i use the
responsibility for placing that youth rests solely with DYS. Becaus

A . t
hilosophy of DYS is based on using the least restrictive kind of placemend
i i itte
iossible many judges have been dismayed by seeing youths they have comm
22
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provide,
only to find the youth paroled within a day. One court official said of this,

"Subsequently what happens is that the youngster finds out that a commitment of
DYS is less serious than being on probation."

The result of this has been a growing tendency on the part of judges to use
commitment to DYS as 3 "last resort" and to use adjudication alternatives which
allow them to hold cases open, so they can retain control over youths'
placements and Supervision. At present it is common for judges to continye a
case without a finding or to commit youths to DYS with a suspended sentence or
even a delayed execution. In this way the judge maintains control over the
youth's treatment. By retaining this contro] the judge can keep his own pressure
on the youth. The judge can have the youth report regularly to the bench, with
the leverage that he can adjudicate or actually commit the youth at any time.

delayed execution gives judges more "control over DYS, because the judge will
hold the case open until DYS comes in with a service plan that's acceptable."
Several officials report that judges' contro] over youths vis a vis DYS control
increases at times when there is a "lame-duck" commissioner of DYS.

Planned and execuyted. Judges were using a variety of adjudication alternatives’
to hold cases open and under their jurisdiction. Thus, the courts were assuming
responsibility for finding alternative placements for serious juvenile offenders

and were themselves putting together multifaceted treatment programs for
these youths.

Until 1979 the Boston Juvenile Court, as one of four juvenile courts in the
state, had exclusive jurisdiction over juveniles in the City of Boston (coextensive

~ with Suffolk County). This court hag itself been operating a multiservice
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treatment program for serious offenders for close to 20 years, and many have
considered this project to be a model treatment program. In 1979 the state
legislature, responding to a long-standing black lobbying effort, created the

This position is

judge was extremely enthusjasti th him took notice of it simultaneously. The
usiastic about trying the Project in Boston and havi
¢ aving
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position for a juvenile judge in the Roxbury District Court.
unique in the local court system, for the Roxbury juvenile judge reports through

probation department.
With a great deal of enthusiastic community support, he secured several grants

from private foundations, hired a resource developer, and began the process of

the district court system rather than to the juvenile judge at the Boston Juvenile
Court, which has administrative jurisdiction over all other juvenile judges in

Boston.

The new juvenile judge, when he came to the bench at Roxbury early in

1979, had the task of creating, from the ground up, a juvenile section and a new

His goal was to create a model urban juvenile court.

securing a range of alternative placement programs in which he could place

youths. As one of his staff explained:

"We try to get a package and then the court tries to
monitor (it) on a continuing basis. This court does that
much more than most courts. Our judge schedules regular
reviews for all kids, even kids that are committed to DYS,
which is a way of 'riding herd' on DYS. We bring every kid
back to court at least every three months for the length
of time they may be on probation, which could be
18 months. It's a process for keeping tabs not just on the
kid, to see how the kid is performing, but for the service
provider to see if they are providing the type of services

they say they are."

The Dorchester Court was the other court involved in referring youths to
New Pride. It does not have a separate quasi-autonomous juvenile court like the
Boston Juvenile and the Roxbury Courts, but comes under the administrative
dirgction of the Boston Juvenile Court. Because it is less independent, it has less

authority vis a vis other juvenile justice agencies and has fewer resources

available for placement purposes. However, like the Roxbury Court, the

Dorchester court has a policy of monitoring all juveniles and the bench reviews
all cases every three months.
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program and, j .
g na, if that agency was interested, to help the
proposal for the grant. court put together a

serving minori .
youth ind its :zg):l:f!gsea:\t{lts‘ N ineorporated in 1970 and extended its focus to
services. By 1979 Project ises to include residentia] group homes and diagnostic
and Andromeds House] o <:;:ncern Was operating two group homes, Perrin House
House offered & shor ;_t 1 togethe.r served 100 youths per year. Andromeda
hard-to-handjer offendererm pres.Ldennal treatment program for DYS-referred,
six-weel residentia - ns. : roject Concern also Operated Discovery House, a
LEAA a5 & demonstraﬁgo :sw‘:::ojzzgr:nn;. This program was initially funded by
educati ) was providing diagnosti ;
ad::::;:::tl;r :ocat.xonal, .and recreational services. Ag Pro;’cttreg:: o
escribed this program thus; "To tell the truth, if you tookcfr::

residential part out of pj
Discovery H
Pride." y rouse, what you would really have is New
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Project Concern held contracts with the Massachusetts Department of
Youth Services (DYS), the Department of Mental Health, and the Department of
Public Welfare. They received referrals primarily from these agencies, as well

as from the courts and legal advocacy groups.

Project Concern saw New Pride as a program which could provide
supplementary services to the youths already participating in their other
programs. If the eligibility criteria were to relax in time, they hoped that it
would serve as an after-care program for the DYS-committed youths in their
group homes. They also felt that there were youths "...who don't need residential
placement but need support systems to help." As one Project Concern
administrator said, New Pride "...would give us a chance to work with kids before
they entered the DYS system and enable us to get paid for it, because, frankly, if
we had ever worked with kids before they were in DYS, then we had to eat the

cost."

Project Concern, the Roxbury Court Judge, and his liaison person began the
task of putting together the proposal for Project New Pride. They approached
the Boston Juvenile Court as a possible referral source. The director of Project
Concern reported that the judge there "...said that New Pride was a copy of their
program" and refused to participate. Actually, the director agreed with this
assessment, saying the Boston Juvenile Court's program was "...the exact,
identical thing, except that it doesn't have any computer system."

The Roxbury Court, of course, was most supportive. The grant proposal
states, "‘.I'he Judge of the Roxbury Juvenile Court has been a leading advocate
for implementation of the New Pride mcdel by Project Concern." It also says,
"The Judge...developed the supportive relationships documented elsewhere with
the Dorchester Court judges and probation officers." However, the letter of
support and agreement to refer from the Dorchester judge was quite cautious. It
said, "The Dorchester Court will avail itself of services presently planned by
Project Concern. These referrals, however, will only be made after the program
has established itself according to guidelines, and only so long as it keeps a high
standard of service to clients." A Dorchester Court official later explained that
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they had been wary of Project Concern as the implementing agency from the
start. That court had referred youth to other Project Concern programs in the
past and felt that Project Concern had not been responsive or accountable to
them. Even before New Pride started, the Dorchester Court "...thought it was
the wrong agency to handle it...(and) didn't have much faith in them."

The proposal included other letters indicating there was a high degree of
support for New Pride from a number of-local institutions. The Commissioner of
DYS wrote a strong letter of support and the City of Boston announced its
support of Project Concern as the agency best suited to operate New Pride in
that city. The Department of Mental Health pledged a matching grant of

$41,000 for the project, secured primarily by the efforts and credibility of the
liaison person.

The liaison person between Project Concern and the Roxbury Judge, who
coordinated the proposal writing process, recruited most of the members of a 24-
person New Pride Advisory board. The judges and the Project Concern Director
each selected a few members as well. The people chosen to serve on the board
represented a range of expertise in areas relevant to the planning, administration
and operation of the New Pride project, and were a prestigious and capable group
of individuals. They accepted their new office with enthusiasm, meeting for the
first time in November, 1979, four months before the grant was awarded. The
board was to have responsibility for some personnel functions, such as monitoring
the hiring process and performance evaluations and serving as an arbitrator in
case of personnel differences. It was to play a major role in the
institutionalization of New Pride, in fund-raising, long-term planning, and
educating and informing the public about the project. Another function, as
stated in the proposal, was this: "Any obstacles which involve resources,
especially the juvenile justice system or areas of major impact, will be taken to
the Advisory Board."

Just prior to the actual grant award, there was a confrontation between
the Roxbury Juvenile Court Judge and the Director of Project Concern.
Reportedly, this confrontation Wwas catalyzed by the way that Project Concern's
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director was handling the funding match from the Department of Mental Health.
The Judge feared that New Pride was about to loose the match because of the
Director's actions. A confrontation between the two resulted, which centerefi on
the issue of control of New Pride. The Judge, who had committed his. nme,_
energy, and support to creating a New Pride project in Boston from tf.'te nrr\e he
learned of the project and who was to be a main referral source for its clients,
wanted to insure that he had an ongoing input into the program's manageme:-nt.
He was concerned that the project be accountable for maintaining l'tigh quality,
dependable services. He also wanted to do whatever might be required for the
project to be institutionalized in Boston, so it weculd not be a two-year
experiment, but a continuing placement alternative for serious offenders.

From Project Concern's perspective, the Judge was trying "...to take over
the program" and was threatening the very existence of Project Concern in an

attempt to be "...an unpaid executive director." A Project Concern

administrator said, "He went so far as to ask Washington if he could put tog‘ether
a separate corporation and take over the grant," but Washington. told him he
could not. In a later interview, a Project Concern manager explained thaf: .the
Judge had wanted to incorporate the Advisory Board. Whatever tl.xe spefcmcs,
Project Concern perceived this as such a threat that the Executive Director
considered withdrawing the application for the New Pride grant.

The two finally reached an understanding which involved neither pulling the
grant application nor separately incorporating or changing corporate. structh'es.
They agreed to make the Advisory Board "...a true, guiding, pohcy-maku.mg,
active board." It was to share some degree of control over New Pride alor?g with
the parent agency and the program's own administrative staff. While t.he
immediate crisis was resolved, the issue of control continued to be a major

theme throughout the short life of Boston New Pride.

New Pride's Target Population

The grant proposal established Boston as a city with a relatively high crime
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rate, citing FBI statistics which rank it as having the seventh highest crime rate
in the nation and the sixth largest total number of crimes. The proposal went on
to discuss the large number of juvenile offenders in Boston. What jt did not
mention was the fact that, in the State of Massachusetts, the juvenile court's
jurisdiction extends to youths only through the age of 16. Youths committing
offenses at the age of 17 and above are tried in aduit court. While the New
Pride model targets youths 14 through 17, the Boston project was limited by the
state's legal definition of juvenile offenders as youths 14 through 16. The project
was able to accept a few |7 year olds who had committed a presenting offense
prior to their 17th birthday, so that the juvenile court still had jurisdiction over
them. But the state's age restriction on juveniles did put the Boston project at a
disadvantage in finding enough eligible youth.

In selecting the districts of Roxbury and Dorchester as its target areas,
New Pride was focusing on two of the three highest crime areas in Boston. (The
third was under the jurisdiction of the Boston Juvenile Court which did not feel
it needed New Pride as a referral agency.) The grant propcsal included 1978
statistics for the number of offenders and offenses per district, which
substantiated the designation of these areas as high crime areas.

The New Pride model was designed for serving a clientele of serious

multiple juvenile offenders. In the RFP, the eligibility criteria were defined
thus:

"The target for this program is adjudicated youth from 14
to 17 years of age residing in jurisdictions with high levels
of serious juvenile crime, under court supervision for a
serious offense, with records of at least two prior
adjudications/convictions for serious misdemeanors and/or
felonjes (preferrably robbery, burglary, or assault) within
the past 24 months who would otherwise be confined in
correctional institutions or placed on probation."

Unfortunately the wording of these criteria was ambiguous enough to allow
some people to misinterpret them, thinking youths were eligible with just two
priors, rather than being "adjudicated youth...under court supervision for a
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serious offense" in addition to having two prior convictions. Several places in
the Boston proposal, the criteria were misinterpreted in this way. This
statement is made several times: "All clients will be repeat offenders currently
under court supervision with at least two convictions for serious crimes within
the pasi 24 months.® The letter of agreement with the Feoxbury Court also

defines eligible youth as having "..at least two prior convictions" without

mentioning a third presenting offense. One place in the proposal, where the
selection process is described, the RFP definition of eligible youth is stated, but
there is nothing in the proposal to lead one to believe that this definition was

interpreted to require three, rather than two adjudications.

There was a significant difference in the number of youth in the target
area with two prior adjudications and those with three. The Boston proposal
included statistics for juvenile cifenses (committed by youths under 17) in 1973
which indicate that 63 youths in the Roxbury jurisdiction and 60 in Dorchester
were arrested at least twice in 1973. While some of these 123 youths
undoubtedly had additional convictions in prior years, only 69.4 percent of the
offenses in 1978 were serious, and no figures were presented as to the proportion
of arrests that were adjudicated. If one looks at the number of youths arrested
three or more times in the preceeding 12 months, there were a total of 37 for
the entire target area. Again, to actually determine the potential pool of New
Pride eligibles one would have to figure in how many of these offenses were

how many led to adjudication, and also know the youths' record for prior
they did raise a

serious,
years. However, despite the incompleteness of these data,

ques;cion as to whether the target area in Boston could provide an adequate pool

of eligible youth. In fact, given the reluctance on the part of the judges to

adjudicate, choosing instead to "continue" a large proportion of cases without

finding so as to keep them open and under the jurisdiction of the court, the
target area did not have a sufficient number of youths eligible for New Pride.

There was not only a problem finding enough youths who would be eligible

for the Boston project, but those who did meet the criteria were extremely

Because judges are so reticent to adjudicate, youths often
even serious ones, before they are adjudicated.

serious offenders.
have a number of offenses,
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and subsequent placement in residential treatment or
?

in a few ¢ i
the adult court, were the only viable dispositions ases, waiver to

The prob > i igibi
problem of the New Pride eligibility criteria being too rigid in light of

judicial practices in Massachusetts is a theme wh

of the project. ich recurred throughout the life

This issue was n
oted by Project Co ini
ncern administ
before the program started to accept referrals retors even

As one said, " .
the way the criteria are specifically sald, "1 don't think that

most advantageous, in the best i laid out across the board is going to be the
’ Interest of the t ;
here in Massachusetts." Ype of population that we have

Because Bosto .
criteria. 0I1DP .n was not alone in having difficulty with the eligibility
diﬁerin; e llr'ewsed them in January, 1981, to provide more flexibility within
1al contexts. The revised criteri
) L eria changed t i
prior convictions/adjudications to g he requirement for two

: judicial determinations of i :
in two prior criminal events, of Involvement (guilt)

regardless of whether they may have been the entry

of an adjudicati indi i
adjudication or finding of delinquency." This did not resolve the probl
roblem in

Boston, how ; .
o y ever, for the judges continued to state, until right before the proj
1 ed, that they didn't have enough eligible youths to refer project
closure, ever )
’ Y respondent from the courts, Project Concern, and the New Prid
e

staff whe were intervi i
viewed cited 4 rigid eligibili i
ibilit i i j
obstacle for the project. ; 7T o Beine = maor

After the program's

The Boston New Pride Program Design

o l:’rmebct Concern managed the finances for New Pride
ect's i j ’
j ookkeeping at the Project Concern facility. Administrative

?

handling the

she was to supervise the
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Project Director, meeting with him at least weekly in the initial phase of the

project to develop program policies and plans.

The Personnel Committee of the Advisory Board hired the New Pride
Project Director. He had a background of working with youth-serving agencies
in the Boston area, having formed and managed for several years an alliance of
such agencies. Just prior to coming to New Pride, the project director had

coordinated a large vocational training program for youth.

Both the court personnel and Project Concern administrators admit to
being unhappy with the selection of New Pride'’s Project Director from the start.
In his previous position he had some serious conflicts with other service delivery
professionals. In addition, he had no actual experience managing a direct service
program for offenders. Despite these misgivings, neither the court nor Project
Concern interfered with the Advisory Board's decision, deferring to its judgment

in the matter.

Although the proposal indicated that New Pride would be housed in the
Project Concern facility, the project chose to lease space in the Harriet Tubman
House. This local settlement house is a relatively new, cheerfully decorated
building, situated in an ethnically mixed neighborhood. Several programs for the
elderly are operated there, as well as programs for preschool children. Wiile
this facility was particularly good for New Pride because of its location, it did
not provide enough space for the Alternative School classrooms. When the
project started up there, the Project Director was planning to operate the school
out of another separate facility. However, with the many pressures of starting a
project of the complexity of New Pride, there was no time to find other
classroom space, so the school {fit itself into two rooms in the Tubman House

along with the other New Pride components.

As indicated in the grént proposal, the target population for Boston New

Pride's services was primarily black males. In keeping with the New Pride

model, they intended to accept clients on a cohort basis twice yearly, in
conjunction with the school schedule. The project planned to admit 50 youths
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was some ro i i
om in their plans to accept a few clients outside of the intake

periods and " i i i
put them on hold" in the intensive counseling component unti] they

could join the Alternative School at the beginning of the new semester

The program design called for a four-month intensive phase and an eight- -

month - i
follow-up phase, which was a variation of the model's six-month

timefram '
. e for each of these phases. They did expect, however, to continue to
provide some intensive services to youth during the follow-up phase
?

. . ' specificall
by keeping some clients in the school for longer periods i '
A .. . .
) s well as hiring the Project Director, the Advisory Board hired the
ia ici i
t g.nostxman, who was to supervise the diagnostic com ponent and do most of the
esting, as well as supervise the Alternative School. The Project Director hired

the i
.superwsors of the other components and the supervisors, in turn
their staff people. , ’

- . selected
e person who had initially functioned as a liaison between

Proj
ject Concern and the court and who had coordinated the proposal writing

effort w i 0j
as hired by Project Concern as Resource Specialist. As one supervisor

explained, this position included responsibilities which "

| . -..involved every aspect
of New Pride's relationship to the outside world." vore

These responsibiliti
form and intain li . P ilities were to
maintain linkages with other agencies which might provide resources or

services to cli i
lients, to supervise the volunteer component, to have responsibility

for reintegrating New Pride students into other school settings
. . ,
make lists of recreational activities for groups of clients.

and even to

The d.xagnostic component was managed by the diagnostician, who did most
of the testing except for some specialized hearing and speech testing which w
done on a referral basis at Northeastern University. The teachers and counse] .
who were involved in the intake process also provided input into the dia nos:z
assessment. Intake services and the diagnostic assessment were supposej to b
completed within a month after a referral was accepted. T
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From the beginning there were reservations in Boston about the
appropriateness of the model's diagnostic package, which was to be replicated.
At issue were some of the tests selected and the timing, or level, at which they
were to be administered. The project was told that it was to start using the
testing battery as Denver had developed it, but that some accommodations would

be worked out among all the replication sites.

As mentioned above, the diagnostician was simultaneously responsible for
supervising the Alternative School, which provided clients with remedial
education classes and treatment for those with identified learning disabilities.

The Alternative School had four teachers, two designated as remedial specialists

and two as learning disability specialists. All four came with the same
credentials, having been certified by the state to teach youths with special
needs. Students identified by the diagnostic process as learning disabled were in
the classroom along with the non-LD students, but were provided additional

instruction designed to fit their individual treatment needs.

Boston New Pride began with the premise that all clients would be in some
kind of educational setting while participating in the project. The Project
Director expected the majority of clients to be attending New Pride's
Alternative School. Of the first cohort, 19 out of 23 clients were enrolled in the

New Pride school.

The Alternative School had two sessions: half of the students attended a
three-hour morning session and half a three-hour afternoon session. They met
four days a week, for Friday was designated a no-school, no-work recreational
day for all clients, when they would go on field trips. Teachers only taught
during the regular school year, closing the school and taking off during the

summer months and regular school holidays.

The intensive supervision component was staffed by a counselor supervisor
and three counselors. The counselors were to conduct intake visits and
interviews with referred youths and their families. Each of the three counselors

was to have a maximum caseload of 12 clients in the intensive phase. Counselors
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were i ini i
to engage In a minimum of one counselmg session per week with each
Clie - i i i
nt Ihey were also responsxble for supervxsmg the Friday recreational
sessions and other recreational activities WhiCh nght occur. In addition they
’

W .
ere called upon .to supervise some work activities where clients worked
together in crews.

Rather than creating a separate employment component as suggested by
the replication model, there was one employment counselor who was supervised
by the counselor supervisor. All clients were to receive vocational training
during their first two weeks at the project and all were to have part-time jobs as
.soon as they were prepared to handle them. During the intensive phase these
jobs were usually subsidized by the project. New Pride did not plan to subsidize

jobs held during follow-up but did Plan to work toward placing clients in private
sector employment.

Each client was to be engaged in either vocationa] training workshops or an
actual work situation during the half day he was not attending school. Thus, the

project was set up to be an all-day, five days a week involvement with some
special evening and weekend recreational activities.

The research component had a staff of two: a research analyst and a
coder. They had use of a leased Texas Instrument Silent 765 computer terminal
which linked them to the Michigan Terminal System where they created data
files and participated in the conferences sponsored by the national evaluator.
Their task was to implement the management information system (MIS) in Boston
and to create an ongoing, integrated self-evaluation of the project.

The program's resource specialist was, among other tasks, ‘charged with
forming linkages between New Pride and other agencies and with the
coordination of volunteers. Through entrepreneurship and by utilizing the
relationships already formed between Project Concern and other agencies, New
Pride was able to negotiate a number of written agreements with other ag;ncies
for free services and a volunteer involvement with the program. None of the
linkages formed involved a purchase of service contract or fees for services.
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The Boston New Pride project had a special advantage in this, for there are
youth, in the Boston area. In

inumerable service agencies, many of which serve
rvices to New Pride clients:

the original proposal agencies pledged many se

optometric evaluations; hearing, language, and
unsubsidized job slots; medical

speech assessments and

treatment; vocational assessments and training;

services; and legal representation. Five local universities agreed to provide

student interns and two volunteer organizations offered a range of

In addition, New Pride clients had the use of a local swimming pool and
psychological testing as needed,

graduate

services.
gymnasium, were 1o be provided with hot meals,
and an onsite social worker. The list of potential resources was staggering.

mitting clients, there was tension
and what the Boston administrators
They felt somewhat

Even before the project started ad
between what the New Pride model dictated

felt was best, given their own setting, staff, and clients.
As one manager said, "Replication Is being

constrained by the model.
ve used Denver as a model, not a

interpreted much too strictly. We should ha

template."

A major dissatisfaction with the model was that a year of services was t00

short for this population of youthL An administrator explaineds

"One thing 1 would have done if I could change the model
right now would be to keep the kids for more than a year.
1 don't think a year is adequate to deal with it. 1 also
don't accept the argument that we are creating
dependency, (for) dependency can be weaned. And I think
the kids are really going to need some dependency for a

longer period of time."

Other timeframes were perceived as rigid, such as the six-month intensive
phase/six-month follow-up phase dichotomy. It was also felt that clients should
attend the Alternative School for longer than the six months that was

recommended.

While one program administrator viewed the case management design and

the IISP as excellent, he was critical of the employment component. He also feit
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subsidize clients' j :
o ts' jobs. He was particularly sceptical about th ;
disabilities component. the learning

* replication fairly closely."

Program Implementation

Boston New Pri
Pride started to get referrals from the Roxbury Court late i
in

June, 1980, and in Jul
y they started acceptin i
and i
Court took a "wait and see" e I

attitud ) Dorchester

August. While New Prid tfude and did not begin to refer youths until late
ride had proposed to take 20 clients as a first cohort. b

s DY

the end of
September they had accepted 23 clients, one of whom was terminated

l . l- .

with a sus
e pended sentence, one continued without a finding, and 5 had
adjudicated but were pending dispositions. 4 ad been

Under th igi igibili i
- e original eligibility criteria, the clients who had been continued
B th nue
. a finding would not have been eligible. Also, a few of the others h
weak presenting offenses, such as violation of probation o
agreed th i i .
g at these clients were indeed serious offenders. As one court empl
oyee

H "
said, "They were our toughest kids. I know those kids r . v
are committed now." o

However, respondents

(and) many of them

clients, the
’ staff met frequently and was engaged in many training sessi
ssions.

1
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Eg began to be accepted and services started, the project director formed a {(

management team of himself, the diagnostician, resource specialist, counseling

supervisor, and research analyst. This team met weekly to make the major

program decisions, while full staff meetings diminished to one every three

weeks.

From the beginning, Boston New Pride experienced some serious

programmatic and administrative problems. These involved staff dissension and

inadequate training, clients not attending school or scheduled events and "acting-

administrative direction and follow-through in

out" at the project, and a lack of .
xacerbated by a lack of sufficient space In the

resolving these issues. This was e
facility which housed the program. As a result, each component had a great deal

of difficulty functioning adequately.

In the Fall of 1980 the counseling staff completed intake procedures for

the first cohort and diagnostic testing began. However, many clients would not

appear for their testing at the appointed time, so that testing was slow and

incomplete and only partial diagnostic results were available for use in designing

treatment plans. Too, even when test results were available they were not

necessarily used. The diagnostician reported in the second quarterly report that

some staff were "reluctant to accept the test results. This reflected a

difference in treatment approaches and levels of training among staff members.

While the diagnostic testing was going on, the employment counselor began

to place clients in part-time jobs. Through the efforts of the resource specialist,

grant from a local job program, the Corporation

the project secured a $12,300 '
This grant provided partial salaries and

for a Cleaner Commonwealth (cco).

some cnsite supervision for the youths to work 25 hours a week, cleaning up

rundown park areas in the city. CETA funds paid the remainder of the salaries

and New Pride counselors also supervised the work crews. Sixteen clients were
involved in this work until the grant ended in October of 1980. Several of the

other clients were placed in other jobs, so that the project came quite close to

its goal of finding work for all clients.
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Although New Pride tried to negotiate with CCC for an extended grant

period to keep clients working, they were unable to do so. Looking for other

employment opportunities, the employment counselor made contact with 12 local

employment programs. She reported, "Only (one) program could meet the needs

of our clients." This program placed four youths in month-long positions, with
their salaries subsidized by New Pride.

MIS employment data show that, between October and December of 19380,
four clients had jobs with private firms, two paid by the employer and two by
New Pride. Simultaneously, two clients worked at the state hospital, three in
"non-profit" community programs, one at the Tubman House, the MNew Pride
facility, and two were placed by another City youth employment program. Of
these eight positions, five were supported by New Pride stipends, one by the
employer, one by CETA, and one by some "other" source. Thus, even after the

CCC grant ended, 12, or over half of the clients were employed at least part of
the time for the remainder of 1980.

The employment situation changed at the start of 1981 when the
employment counselor left the program. At the same time, project funds for
subsidizing jobs ran out so that job development had to focus on finding jobs in
the private sector. A new vocational specialist was finally hired in February, but
only a few clients had jobs during the first half of 198]. During this time,
employment services primarily consisted of vocational training activities, most
of which were vocational workshops conducted by volunteers.

The counseling component was plagued by a number of difficulties. The
three counselors had responsibility for intake interviews, supervising recreational
activities and work crews, and conducting individual and group counseling
sessions. None of the three had a car, so that transportation was an ongoing
problem. There was criticism by other staff members that the counselors were
not reliable supervisors of the clients, and in particular, that théy sometimes left
clients alone at the work sites. Although each client was supposed to have

individual and group counseling twice a week, it was reported that many clients
only met with their case worker one hour a week.
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The friction between the counselors and other staff was partially the result
of their having different attitudes toward the youth. The counselors had "street-
worker" backgrounds but little actual training in counseling. Other staff felt
that their expectations for attendance and behavior were 100 lenient and that
their "laid-back" attitude had a negative effect upon the program.

The problems with this component were heightened when the counseling

supervisor left at the end of September and was replaced a month later by one of
Neither the counselors nor the other staff

the counselors who was promoted.
Several

members found the new counseling supervisor easy to work with.
reported her manner "dictatorial" and "abrasive,” with the result that the staff

was further divided and disharmonious.

The Alternative School, although it was crowded into two small classrooms,
was a more structured and cohesive component. Eighteen of the first cohort
were admitted into the Alternative School, four of whom were identified as
leaning disabled. (Two other youths were diagnosed to be learning disabled, but
attended other schools.) A point system was instituted to deal with behavior,

with rewards for good behavior, attendance, and work.

As mentioned above, attendance was a problem from the start. The

project reported in the second quarterly report, "Overall only about half the full
complement of clients is present at school each .day.“ Just getting clients to
come to school remained an ongoing problem. With the confined quarters and
behavioral problems from these serious offenders, low attendance was a mixed
blessing. When clients weren't in school, the project didn't know where they
were. Yet, as the school's supervisor noted, “The more students in attendance,

the more difficult the classroom environments."

The research component was somewhat separated from the program

difficulties in that it did not have direct service responsibilities. The two

researchers began their work with enthusiasm, gathering local statistics for the
Project Director and becoming conversant with the computer. They were
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frustr i
: ated by a poor connection and frequent "down-time" with the Michi
erminal Sys i
- y t:m, and by what they felt was a serious time-lag in receiving ﬁi 1
orms and computer files from i j
the national evaluator H
nhighly motivated and desi mediste et e
gned some forms to serve their j i
r Immediate needs. Th
wrote a data manual for the t . o
staff and trained them to fi
o fill out the MIS
e nual - forms.
. y .r:lconsmennous about the quality of their data, working hard to clarify
€ varlables used by the national ion i
. evaluation in light of Mass h j i
justice terminology and practi rocadonne
ices. They were eager to tr
Y new procedures on th
comput )
Omputer and met PIRE’s requests for data within a reasonable timeframe

B l .
g i
g i i ‘

service pl
plans, or IISPs. Because of staff problems, they were occasionally

conscripted to do other nonrelated duties such as

s 1

1 g L]
¢ g
g g

organizin i iviti
g § recreational activities. The critical and irreplaceable. function of
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rvices that
gemenfs to refer clients to a number of local programs for se
arran

ed and
Pride itself could not provide. When she left, these referrals stopp
New Pri

WEIQ 'leve! lllltlatEd a aln. Ille 1lllka (= wltil lllOSt OtllEI a. ellCleS be an tO

dissolve. . ‘ o o e
The project became more and more isolated and it bec
e

1 1
epe

tensions increased.

j the staff write
developing administrative policies for the project and he hadl N
i 1l internal aspe
, rules, and regulations for a
dbooks of procedures, rules, . nal s
- am Several staff members described those organizational s 2
onizin i ime when the
: iizing and endless, producing few results or actions at a tD1 et
o ‘ i i 0j recto
; ram was overrun with clients needing services. The Project ; o epr
ot i i Many days he did not co
i taff and client issues. y .
istance from the pressing s . ' * come o
Clh roject at all.. He put off dealing with problems and conﬂxc’fs, Thp :idn't
- . how "get along.' is
their own and somehow "g
taff could resolve them on ‘ . o
o though, and as staff morale diminished and the frustration level g .t r:
it ’ i i cope wi
h pfpfe ’ mbers became more vocal about their complaints. Unable t; i o
e oroh the situati
the problems, the Project Director did not want others to know that e e
e , . - - " 'tlng
i taff by fiat, instruc
isi i tried to deal with his s .
was disintegrating. He * e
t to talk with involved parties outside of the project such as Proj
no

bl l
S H

feel more frustrated and angry.

of searching for a new facility, the project finally
found:):c:.r fl'n::; mn:::;:lhin January 1, 1981. At lasj: there wa.:. efd:izj‘af;a a:pi:c:
hool as well as for the other components. The new ov._a. .
o the'sc k area of Boston. The Director did not peiceive this as a
prezfmmar::\l:e:el:c for there was only one white client in the program and he
problem, ’
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attended only Sporadically, Also, the Director Was certain that this would not

prevent other white youth from participating, for while they might not want to

walk in the area, public transportation was close by,

By this time, 10 months after the project had begun, the Advisory Board
had lost its original enthusiasm and many of its members. Severa] members
reported that they had joined the Board with the understanding that it would

have the authority to make policy decisions toward the eventual goal of making

New Pride a non-profit corporation. One member said that control of the

Project should have come from "...a tight link between the Advisory Board and
the administration of New Pride. That was the way it was defined and that's the
way it should have rup." However, it did not. The Board repeatedly asked for,
but did not receive, information about client flow and gther program matters.
They prepared new personnel policies, suggested certain staffing changes, such
as placing a staff liaison in the courts, and made other suggestions to deal with
probiems the project was facing. Not only was this input not used, but the Board

often got no form of response at all. In one member's opinion, "The Director was

' not interested in any input from the Advisory Board." One by one the members

quit, and most of those who remained attended the monthly meetings only

sporadically. One explained, "The Advisory Board had absolutely no authority, no

power, couldn't do anything, couldn't hold anybody accountable. | thought that
was ludicrous. That's why I quit."

The relationship between the project and the court also deteriorated
rapidly. The issue which catalyzed a confrontation between the judges and the
Project Director was the low attendance at the Alternative School, Although
the quarterly reports acknowledged this as a problem from the start, the two
referring judges were never fully informed of the Scope of the problem. Both
New Pride staff members and court officials reported that,
appeared before the court either for regular case reviews or as a

when clients

result of new
offenses, their poor attendance records were obfuscated. One staff member said

that the project was reporting to the court "in‘terpretatively;" if a client was in
school one-third of the time, the attendance would be reported as "fair." A chief
probation officer said, "They (the New Pride administrators) never reported to
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us that the attendance was horrible. It was only after our digging into it and
putting people on the spot that we found out that 'so-and-so' didn't go to class

27 days in a row. That is absurd."

When the judges learned the extent of the truancy at New Pride, they
called a meeting with the Project Director. They reviewed program attendance
and behavior, discussing clients' progress and problems at New Pride. Seriously
disturbed about the project's lack of accountability and straightforward
communication, the judges asked to receive a regular report of client activities.
They also stipulated that clients with two consecutive days of unexcused absence
be sent back to court.

At this time the judges made it very clear that they wanted to be more
closely involved with the project in the sense of lending their authority to make
it more functional. They offered their support, saying, "we can be the clout for
you. And if the kids aren't coming to the program, let us know and we will deal
with it."

Although one judge underlined the seriousness of his position by actually

. committing a youth to DYS for poor school attendance, the situation at New

Pride did not improve significantly over the next two months. Judges did not
receive regular reports on clients, nor did they see those youths who had been
truant two consecutive days. In some cases, the project did report those
incidents fo clients' probation officers, but the judges were still not being
directly involved in what was going on at New Pride. The general consensus of
the project staff and court officials was that the Director was unable or
unwilling to take advantage of the cooperation offered by the judges. On thezir
part, the judges lost all trust in the Director; they felt that what information

they were getting was less than honest.

On January 20, 1981, the two judges met with the administrators of Project
Concern. They asked that the Project Director be fired. As reasons they cited
his failure "...to use the power of the courts...and to bring back uncooperative
clients." In addition, they listed programmatic problems such as the poor school
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attendance, the falling off of job placements, and the lack of supervised
recreational activities. They also expressed concern about the low staff morale.

Naturally the Project Concern administrators took the judges' position
quite seriously, for they realized that New Pride could not continue to exist
without referrals from the two courts. At the same time, they felt that the
judges had unrealistic expectations of the project in dealing with such serious
delinquents. Regarding the expectation that every client with two consecutive
days of unexcused absence from the school be sent back to court, a Project
Concern manager said, "The standards that the Roxbury judge was setting up
were almost impossible to meet except by revoking almost your whole
population. (Only) a few kids in a day program could possibly meet that level."
This manager perceived other expectations as unrealistic as well: "The Judge
expected every kid to be employed. He expected us to provide supervision for
kids over an 18-hour day period, I think, and weekends. His expectations grossly
exceeded the program design."

In response to the judges' request for the Project Director's dismissal,
Project Concern replied that they would have to evaluate the situation before
taking such action. They agreed to begin an evaluation immediately.

The meeting with the judges took place at the very time when the majority
of the staff had united to draft a memorandum to Project Concern expressing
their frustrations with the management of the project. Their chief complaint
was with the Counseling Supervisor and her abrasive manner. They had given up
hope that the Director would take any action to improve the situation. They
wished to inform his supervisor at Project Concern of his inability to provide any
direction to the project.

Project Concern immediately conducted a week-long evaluation of New

Pride, with the result that both the Project Director and the Counselor
Supervisor were dismissed. Two reasons were given for the Director's dismissal:
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I. Failure to develop an attendance policy and procedure
which incorporated the policies requested by the referring
judges and which were agreed to by the Project Concern,
Inc., Executive Director.

2. Failure to ménage staff and make appropriate and timely
personnel decisions which resulted in serious
demoralization of staff, confusion, and stagnation within

the program.

A director of another Project Concern program was appointed "temporary Acting
Director" of New Pride and a search began iur a new counseling supervisor.

The issue of the Director's termination was not over. The Advisory Board
was angry when they found out about it and about the appointment of a new

Acting Director. Project Concern had not involved them in this process and did

not even inform them of it until some time after the fact. One of the Board's

functions was to handle just such personnel matters and they had been excluded
entirely from the process. On top of this, the former director sent an appeal of
his termination to the Board, claiming that Project Concern had not followed its

own personnel policies. He also claimed that the two reasons given for his

termination were "...inaccurate, misleading, and, in some areas, false."

The Advisory Board investigated these claims and made four findings. One

was that the Director had been terminated without the benefit of due process as

specified in the personnel policies. As another finding, the board expressed

disapproval of their own exclusion from the process:

"The New Pride Advisory Committee was never officially
notified of the termination of the Program Director nor,
to date, notified officially as to .who is currently
performing the Director's duties."

They recommended that the Director be allowed to resign and be given an
additional six weeks of pay to compensate for the lack of due process. They also
recommended that Project Concern inform the Board "...in writing within
24 hours of the termination of any employee whose hiring process included
participation by the Advisory Committee." In addition, they recommended that
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director, the first recommendation was acted upon

representati i
P atwe‘e said, "Those are the type of changes that lead me to beljev
were not dealing with honorable people." o
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We!e lleld lllVOIVIH all Staff members- AS there ‘has l"OIe Stl UCtUle alld bette[
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Dur. - . . )
i 11ng th'e intake period the Acting Director and the evaluators spent a
Sv l eal of time at the courts, encouraging referrals to New Pride. The
a o

uators went through the offense records of ajj clients with pending court

appearances, searching for eligj
gible youth. From their

opesr record searches the

ght there were enough youths to fill the thirty client places However th:
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courts were saying they did not have enough youth who could meet the eligibility

criteria.

Both referring judges attended the New Pride Project Directors'

Conference held in Denver in later January. There they pressed OJIDP to

modify the eligibility criteria to accept "probation violation" as a presenting

offense. The Roxbury Judge said, "New Pride should be seen and used as an

alternative to commitment. As such, probation violators should be eligible.

After probation is violated we now have to send them to DYS. Why can't we

send them to New Pride instead?"

The program began searching for new referral sources. Again they asked
the Boston Juvenile Court to refer youth and again the court refused, saying its
own program provided the same services as New Pride. They negotiated to get
some youths referred directly from DYS, and with OJIDP's approval they
accepted three new clients from DYS. They did have some trepidation about this
step, however, for these youth were even more serious offenders than their other

clients.

" Because so few referrals were coming in, the referral period had to be
extended several times and finally a decision was made to abandon the cohort
intake system for a continuous intake process. Gradually, between January.and
May, the program received 39 referrals, 20 of whom were accepted as clients.
Due to many early terminations, there were only 12 clients left in the intensive
phase by May I. During this time, most of the clients in the follow-up phase

were also terminated. May statistics reported five follow-up clients in the

program.

As the Acting Director retained administrative responsibilities for another
program, he was only at New Pride on a part-time basis. Much of the actual
program management was handled by the new counseling supervisor. In April the
position of Acting Director was transferred to another program director from
Project Concern, also on a part-time basis. This change seemed to have_ little
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?Vhile there had been a new burst of enthusiasm and program activit aft
the original director left, the Program's initial problems were not really re:ol :r
:ttendance in all areas, and the school in particular, was soon as low as it ‘;eac;
: ;Zn::fo;e the sta:ff. changes. As one of the component supervisors reported,
Y have had kids on the books, but they weren't coming to the pro ra'm
We had no way of holding them there. Absolutely no way of fnaking them cgom .
There was no structure to the program and no reason for them to come." -

There were behavior problems at the program, and the staff disagreed on
how these should be dealt with. One issue concerned weapons. While all staff
agreed that a Wweapon should be confiscated when found on a client at :he
program, some insisted it be kept Permanently while others thought it should b
returned to the client at the end of the day. The reason given for this was th i
the neighborhood around New Pride was unsafe and the youths needed to be ab?t
to protect themselves on their way home. Only when a client repeatedly brough:

weapons to the pProgram was ther it i
e additiona] punishment or
probation officer. T e

In May the court stopped referring youth to New Pride. Or.me court official
reports that they had lost al| faith in the project. The court "weudidn't know what

f 1 i y
.

Tr.nis came as a surprise to Project Concern, for they had a very different
perception of how the project was going. According to a Project Concern
manager, "It was a total shock to us when they stopped the referrals. I, frank]
have no specific reason; it has never been communicated to us. The onl,y thin y;
can attribute it to is the ongoing jurisdictional power struggle about who was g'to
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operate the program. There was no specific problem with the program as it was
constituted that would cause him to stop referrals." This person went on to say,

"..it was just starting to get some cohesiveness when the Roxbury Judge pulled

out of it completely."

After stopping their referrals the judges tried one final tactic to change
the situation. They asked OJJDP to take the grant away from Project Concern
and find another parent agency to. manage New Pride. Reportedly OJJDP
refused, telling them that they would have to work out their problems with

Project Concern.

In July the two judges announced to OJIDP that they would make no
further referrals to New Pride and recommended that the project's funding be
terminated. A Project Concern manager said that when that agency learned of
this, "...there was no point in continuing to operate the program, so we notified
Washington that we were closing." The official closing date for Boston New
Pride was set for October 30. However, the project activities were minimal

after July and only administrative staff remained after mid-September. .

Institutionalization

The institutionalization of the New Pride project in Boston after Federal
funding ceased was originally designated as a function both of the project staff
and of the Executive Subcommittee of the Advisory Board. The
institutionalization process never began, however, for New Pride never reached a
point of stability where anything but immediate crises could be addressed. As it
evolved, New Pride was unable to operate successfully even with its funding
guaranteed by the Federal government. The issue of continuing it under other

funding was never faced.

As to whether or not New Pride could have found the support required for
institutionalization in Boston, two different opinions were expressed. One person
who had experience working with both the project and the courts, and who had
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| also successful i
ly raised funds from the state legislature for service program
S,

.f N 9 I P

done that! I'knew we could have done thativ

serious offenders sajd ,

"When the mone end i
s otten - Y ended, (New Pride) would never have

: It was way toc expensive,
of services other places a |ot cheaper."
substantially higher than elsewhere for co
number of youths served was extremely |
members.

We were running the same kind
Staif salaries at New Pride were
mparable positions, and the actual

Pride was s i
een by many as operating on a budget that was "outlandish."

—

Program Impact

» only five completed the year
Y, 1981 on the first cohort of
were arrested for new offenses.

program. The data that were Collected up to Ju]
23 yotrxths show that 9 of the 23, or 39 percent
b

This does not mean, however,
Program did not benefit from jt.
stated that some youths had been h

that those youths who participated in the

Even a very disenchanted ex-staff member
elped by New Pride
co i -
mpleted exit surveys at termination, all six indicated th
come to the New Pride program,

Of the six youths who

€y were glad they had

and five indicated they wo
reco ‘ t
mmended the New Pride program t friend in trouby y uld have

As for New Pride's impa

Gt on Project Concer ini
with the project said, ‘ N, one administrator involved

; "It had a hell of an impact on ys."
t? Wwas pure hell, because of the judge (from Roxbury)
ried to wipe out our agency in an effort to take over the gr

This person explained,

Because }j terally, he
ant."
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Project Concern found the program model unsuitable to the population it
targeted. "We would have preferred to (serve) a less chronic delinquent
population, at least as it shows up in Massachusetts. We found that many of the
kids, by the time they were eligible for New Pride were, in fact, in need of

residential care."

The experience with New Pride did move Project Concern to redefine some-
of its own service priorities. They became more aware of the importance of
reintegrating youth back into public schools and now invest a great deal of effort
in this. It also made them focus on follow-up services: "We weren't doing that
before. We now do a minimum of six months of follow-up after the residential
care." This administrator continued; "What can I say (that is) positive that we
got from New Pride? Computers. Essentially I would like to computerize our

records.”

Many people who were involved with New Pride indicated that the program
had little impact on the Boston community or on other youth-serving agencies
there. They viewed the program as cut-off from its environment. One Advisory
Board member and the director of a youth program said, "I don't think the
community was aware of the program." Another said, "I don't think it made any
attempt, ever...to utilize the experience of other existing services and programs.

It just didn't try."

New Pride's impact on the juvenile justice system is somewhat more
complex and difficuit to assess. A probation official from the Dorchester Court,

- one of the project's two referral sources, indicated that New Pride had had no

impact on that court. The situation with the Roxbury Court, however, was
different. This court had a policy of being more actively involved with the
youth, with the explicit goal of becoming a model urban juvenile court. From
Project Concern's perspective, this court tried to take control of New Pride for,
as one administrator said, "The Roxbury Judge was going to get a program one
way or another, because Boston Juvenile Court had a program and he wanted the

Roxbury Court to be equal in stature with Boston."
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From the court's perspective, New Pride initially promised to serve as a
placement alternative which could provide a number of needed services to youth
within one program setting. Yet the New Pride program never succeeded in
meeting the expectations of the court. As this became evident the Roxbury
Court began to set Up its own system of brokering services to youth. They
arranged for their probation department to have access to DYS funds to use for
direct referral services for some youths before these youths were actually
committed to DYS. Two People were hired, one of whom was the former New
Pride resources specialist, to organize this system of brokering services. They
raised money from several local foundations and the state legislature and soon
had a substantial program operating. In 1982 they incorporated into a private,
non-profit agency called the Roxbury Youth Works. Since then, this agency has
evolved into a combination of a networking and a direct service organization,
and one of its initiators explained, "What we are doing here are essentially New
Pride things using, however, combinations of existing programs in the
community," along with operating inhouse service components.

Neither of the two people who developed the Roxbury Youth Works views it
as a spin-off from Project New Pride. One of them explained, "It wasn't
that...New Pride introduced a new philosophy, because that we already had. A
lot of New Pride experience certainly went into my design of the Roxbury Youth
Works program." The other, when asked if New Pride had an impact on the
program's design and programming, replied, "Not really. My approach to working
with these kids comes from my experience...A lot of the things that I tried to get
New Pride to do, in terms of regular reporting and accesSing private resources
are things that I have brought into this program..."

In the course of interviewing a number of key actors involved with Boston
New Pride, several people made the same point: Massachusetts was not an
appropriate setting for the replication of New Pride. Some years ago the state
juvenile justice system made a bold move to reduce the incarceration of youth,
to keep as many as possible in the community and provide them with a range of
alternative treatment programs. Thus, the concept of offering alternatives to
incarceration, which is at the core of the New Pride model, was already widely
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accepted and practiced in Massachusetts. The state already had many treatment
programs for these youth, some of which had been operating successfully for
years. New Pride did include a wider range of services within one program than

did most other local programs, but each of its services was also being offered by

a number of other agencies in the area. The general consensus of the

respondents was that New Pride was not needed in Boston and had little, if any,
impact on the juvenile justice system. As one person said, "I never quite
understood why Massachusetts got the grant because there was nothing that

could be proven here anyway."

Summary

In reviewing the experience of Boston New Pride, one is struck with the
fact that the project never really got going. It actually offered services to youth
for only one year: July, 1980 to July, 1981. The project spent its entire year
trying to get clients and then, once they had them, trying to get them to come to

the program.

In follow-up interviews with people who were directly involved with New
Pride, this question was posed: Why did Boston New Pride fail? The answers
were remarkably similar; in fact all respondents but one cited the same four

factors. These are:

The original Project Director: This person proved to be
an ineffective administrator, unable to provide the
‘direction required to move the project forward and to
resolve the staff conilicts. Several people commented
that he did not take advantage of opportunities and
support available to him, such as the other service
resources in the community, the Advisory Board, and the

cooperation offered by the judges.

Project Concern, the parent agency: They did not provide
enough direction or supervision to New Pride. Sore
respondents expressed a lack of confidence and trust in
their motivations regarding New Pride. Several
comments were made that their primary interest in New
Pride was in the overhead they received from the project.

' S-54

B R e

e T T T

Some viewed thej i
ir attitude .
unwarranted "paranoia." toward the judges as an

The Advisory Board A
d:  Although the board
gﬁf;;zt:le angi éxperienced people who couldmfnrgi:rz V::ri
ence in how New Pride functioned, they had almosat

fﬁcge;:é?:c:r alléo‘»;,r:g s'chem ‘iodplay any meaningful role in

. . uggested that this might h
different had the board members been mgre aas\;:rlt?i?/ee‘3
?

instead of fighting for i i
. more
interest and dt‘oppge da direct Involvement, they lost

Eligibility Criteria: 1t was
! : generally agreed
::g:;rgirggir:]t sofftcl;e.New Pride modelythagt clie::};sa th;lw::
Massastnr 1:gt 0 d.e!mquency was too restrictive given the
Massachusetts Judicial practices. Rather than adjudicate
Comti et : judge{s frequently handle juvenile cases by’
Aol gb tﬁm Wwithout a finding. Because of this
Re may have had many times her a s, LrnES of guilt
. » . . nu
this point it is often reckoned tuo lartT; ?grojn;fﬁ::re:a;tic;

e F:;lcl:::::pr G:::::;e:s with Proje:::t Concern, whijle including several of
o o sornewhat.dxfferent perception of why the project
120 o ! e .afn mef.fec.tlve director, an uninvolved Advisory Board
o Ictive eligibility criteria as reasons, they saw the judges as the:
e reso!::do'fa:l?w Pride's demise. They felt the other problems could have

It not been for the unrealistic expectations of the judges and

intervs:j:;ti :gli ttir:; ldﬁff.iculties the pr?ject had to contend with, only two people

e 'S . Y viewed New Pride's chances for success in Boston. One
e m.odel design was too expensive ever to have been institutionalized

another said that the restr.ictive eligibility criteria could never have allow;d :::
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CAMDEN NEW PRIDE

On March 1, 1980, the Juvenile Resource Center, Inc. (JRC) of
Haddonfield, New Jersey, was awarded a grant from QJIDP to replicate Project
New Pride. The grant was for two years, in the amount of $908,567. To this
award JRC was to add a 10 percent match, bringing the two-year budget to
$1,009,519. Funding from OJIDP continued beyond the two years; the agency
received $383,60! in the third year and $225,000 in the fourth. The New Pride
monies ended as of March 1, 1984,

The Parent Organization and Its Acquisition of
the New Pride Grant

JRC had been created by a joint Planning effort of the State Law
Enforcement Planning Agency, CETA, and the Camden County Court, in
particular, the juvenile judge and the juvenile Chief Probation Officer (CPO).
The agency began operations in September, 1977 as a special unit of Camden
County CETA. It was directed to provide services to juvenile offenders. The
Assistant Director of the county CETA acted as the Director of JRC.

JRC served youth between the ages of 16 and a half and 20 who had some
history of involvement with the court. The program was divided in two levels.
Track I served the more serious offenders in the morning, while Track I served
the less serious delinquents, most of whom were status offenders, in the
afternoon hours. The services were of three types: counseling, educational, and
employment. Counseling, offered to all youth, was required for Track I clients.
Educational services included GED preparation, living skills, and driver's
education. Employment services included "Mission Empioyable," an intensive,
five-day introduction to the world of work, and some vocational training. The
thrust of JRC's employment services was not to get jobs for youth, but to equip
youth with the skills to get their own jobs.

- §$-57

[




[e——t

JRC had a great deal of active support from the community. Its most
enthusiastic advocates, other than the county government (of which it was a
part), were from the juvenile justice system. Chief among these was a highly
dedicated Juvenile Court Judge. Considering institutionalization of youth to be
an absolute last resort measure, he was supportive of alternative programs and
encouraged their development locally. As he had been involved with JRC from
its inception, the judge was committed to helping the agency succeed. He
assured them he would refer all the clients they could handle. JRC could also
count on referrals from both Juvenile Probation and the Family Intake Unit,
which was responsible for screening all complaints against juveniles. .

Camden officials were enthusiastic about JRC because they krnew their
community had a great need for the services it offered. In the New Pride
proposal, Camden is described thus: "It is a city of more than 85,000 people that
has no movie theater, no major restaurant other than fast-food outlets, and one
supermarket. More than half the population is on some form of public
assistance; a third is on welfare." The proposal included the following quote

from the Philadelphia Inquirer:

"By every measure - school test scores, poverty level,
housing abandonment, population decline - its quality of
- life is among the most dismal in the nation."

This was a city that desperately needed a multi-service treatment program like
JRC.

In 1979 the New Pride request-for-proposal was released, and it came to
the attention of the New Jersey State Law Enforcement Planning Office and the
Carnden County Juvenile Court. The juvenile judge and the local LEAA office
were very interested in getting a New Pride grant for Camden County. These
same officials had been involved in the creation of JRC, had worked with it for
the past two years, and watched it develop into a semi-autonomous agency with
a facility and staff separate from CETA's and supplementary funding from
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several different sources. They had seen JRC wark with many of the system's
more serious offenders.

As an appendage of CETA, JRC was not eligible to apply for a New Pride
grant. They could only be eligible as a private not-for-profit agency. Recently,
JRC administrators had considered incorporating separately, but had not
developed the idea or taken steps to do so. Now the court was pushing them to
incorporate and finally, the Director reported, they "talked us into it... The
impetus for it (incorporation) really was the grant."

This was a risky venture for the staff, who had been enjoying the relative
security of being civil servants. They were leaving county employment on the
hope of getting a large, though temporary, Federal grant. As one court official
explained, "The staff had to resign their positions and were flying by the seat of

their pants. Then the problem was how to sell the Feds when this corporation
had no track record."

The Law Enforcement Planning Office coordinated the effort and the

proposal was submitted in September, 1979, JRC became an independent
corporation in that same month.

The local officials, all working together, did all they could to lend
credibility to JRC, submitting strong letters of support to OJIDP and lobbying
for legislative assistance to secure the grant. Camden County pledged a grant
match of $100,952. A Juvenile Court Judge made special assurances that he
would refer a full quota of clients to JRC. The Director of CETA became the
president of the JRC Board of Directors. The jﬁveniie CPO became vice-
president of the Board. As one of the court officials said, "We were all in this
together, so perhaps this helped us to transcend the system jurisdictions."

New Pride Program Design

In accepting the OJIDP grant to operate a New Pride program, JRC
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administrators did not anticipate making any significant changes in their existing
program. They saw the New Pride monies as allowing the agency to expand in
size, offer some new services, and extend the age range of its clientele to
include younger children. They intended to continue to serve non-New Pride
youth along with the New Pride clients. The Director explained, "We're different
from the other (New Pride replication programs)...in that we're not setting up a
whole new thing for 100 kids. We already operate in a way very similar to the
way Denver operates." He went on to say, "l think we resemble them most in

terms of what we do and the way we are set up, in size and client flow and the

whole thing."

Since the JRC administration perceived the agency as already being like
New Pride, they never saw themselves as a replication project, but insisted on
retaining their own identity as JRC. From the start of the grant, they
discouraged the use of the name "New Pride." "New Pride is in Colorado; the

JRC is in New Jersey," said one administrator.

Despite the rhetoric that the JRC was already just like New Pride, it had
to make substantial additions to its staff, facility, programming, and target
population in order to satisfy the New Pride grant requirements. The most
significant addition to JRC was the Alternative School. It was designed for the
younger clients, those between 14 and 17 years old. The original JRC program,
with its emphasis on a GED and employment, was unsuitable for these younger
clients. All clients under 16 were legally required tc attend an accredited
school. Thus the school had to be accredited by the state of New Jersey and had
to have a credentialed principal. As such, the school would initiate a new type

of service for JRC - traditional educational classes.

The learning disability (LD) component of the New Pride model presented
quite a challenge to JRC. It called for highly trained professional staif to
adrnirister a sophisticated battery of diagnostic tests to all New Pride clients,
and then provide specific kinds of treatments for those youth who were

diagnosed as learning disabled. Both this type of staff and service were new to
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JRC, for the agency had evolved o
ut of the "street-worker" iti i
operatod n ey | tradition and still

" In the New Pride program design, the LD component was to share a facility
with the Alternative School, yet maintain its own separate programming
H

cl
ass.rooms, and teachers. The LD component was to serve the same age range
of clients as the school. y

It was anticipated that, after an initial start-up period, the Alternative
School would serve a total of 100 LD and non-LD students. About 40 of these
were to be New Pride clients and about 60 to be less serious offenders who did
not meet the New Pride eligibility criteria. All students at the Alternative
School were to receive intensive supervision and counseling services. Few
?focational services were planned, however, as they were con.sidered
Inappropriate for the younger client who was still in school.

The original JRC program was to continue to oper=te much as it had been

' ’
making few changes to accommodate the New Pride model. As the agency had
expanded to include a second facility, the old JRC now re:ferred. to itself as the

base program. At the base, they expected to serve about 100 to 150 youth a

year, 60 of whom would be New Pride clients. They would continue to serve th

older clients, accepting aimost no one younger than 16 and a half years old Ae
all of their clients proved to be school drop-outs, no traditional educat;onaj
classes were to be offered. Clients could attend GED preparation classes, or if
they were unprepared for these, Adult Basic Education .(ABE) classes. l\;o LD

g c

The base program planned to offer clients a range of employment services
geared towards preparing youth to find their own jobs. As in the Alternative

ool. i . - .
School, intensive supervision and counseling services were to be a fundamental
part of the program. J
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In setting up the New Pride program, some programmatic elements were

left to be resolved after the program got underway. While the Alternative

School was planning to take two cohorts of clients each year (one group at the

start of each semester), the base program was unsure whether it would intake

clients in six month cohorts or on a monthly basis. The six month follow-up

period was not defined for either place. JRC administrators expected to

formalize the follow-up after the program got off the ground.

Where is New Pride?

Trying to distinguish what is New Pride at JRC from what is not is a
hopeless task, as can be seen from the program's design. When the national
evaluators reviewed the proposals of finalists for the grant, they made these

comments about the JRC submission:

"This proposal is very confusing. It is hard to tell if what is
being funded is the exact JRC, a New Pride component, a
continuation of both, or what. They are so intermixed one

cannot tell them apart."

After JRC started its new program at the Alternative School, it usually
referred to the original program as the base program. Often, however, it was
simply called "JRC" and the Alternative School was referred to as "New Pride."
In the publicity brochure which the agency developed after getting the New
Pride grant, New Pride was only mentioned in this context: "New Pride — An

Alternative School."

When the Director of JRC assumed the position of Project Director of New

Pride, he planned to keep the position only for a year and then turn it over to
Since New Pride

someone else who would take responsibility for New Pride.

never became anything distinctly separate from JRC, this switch never occurred.
He remained both Agency and Project Director until the New Pride grant ended.
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For the same r
administrato €ason, there was never a New Pride Advisory Board A
r i .
Pride board. explained, "There's really no purpose to having an additi o
oard. It didn! itional N
. . idn't make much sense to ys to have a separate b . ew
me thing (as the Board of Directors)." P € board doing the

As late as (983, N i
y New Pride remaijned ;
Camden. When the O; an elusive, undefinable entijt
e Director was asked, "Do you have a New Pride project -Yhat
within

’ g I ?
.

Pride."”

Program Linkages

Being a spin-off from the Camden Count
solid relationshj i Y bureaucracy, JRC be a i
relationship W;‘::Sth\:t::; number of local agencies. It maintained an egx:el‘;::
1983 the CETA Direcie, nty CETA, of which it was once a part, and unti] mijd-
CETA continued 1o 5. - se'rve.d as president of the JRC Board of Directors
service which wa Pf‘lnC1pa1 funding source for JRC, making any CE'TA:
S appropriate to the IRC clients available to them The

Camden City CETA
also -provided
clients. some funds for JRC and job slots for their

document;j
o ing CETA-sponsored services was incomplete. Th i
periods of better record keeping on the part of JRC . ese crises prompted

New Pride pro
gram - 100 per year. L
. « Later, howev
eligibility criterj ’ er, he balked at t i
8 Y criteria and was a vocal opponent of jt He at;cend d e st
: ‘ ed several New
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The Probation Department, following the lead of the Judge, was also
supportive of JRC. The juvenile CPO sat on the JRC Board of Directors and
took an active role on that Board. He also attended several New Pride Project
Director Conferences. The CPO encouraged the PO's under his supervision to

refer youth to New Pride.

JRC maintained a staff position of liaison with the court, probation, and
schools. The person who filled this position had the responsibility for keeping the
relationship between the project and the probation officers on a positive footing.
He would spend some time each day at the court, attending the trials of clients
and meeting informally with probation officers, sharihg information about their

probationers who were JRC clients.

In mid-1981, the person who acted as the court/school liaison was moved to
another position and then left the agency under protest. This proved to be
disruptive to project/probation relations. A number of probation officers were
angry at the way this person had been treated by JRC, and referrals to the
project fell off noticeably. Several months later a new person was put in the
liaison position, and in time the relationship with probation improved. A few
probation officers, however, never referred clients to JRC after that incident.

JRC faced a challenging period in 1983 when personnel changes affected
its relationship with three vital agencies. Two new judges began hearing the
majority of juvenile court cases, and both of them were more punitive and less
inclined to order alternative dispositions than the previous judge had been. In
addition, the juvenile CPO was transferred to another position and two people,
neither of whom had a close relationship with JRC, took over as acting CPO.
Finally, the Director of Camden County CETA was promoted from his position
with CETA to another post in the county government. His successor was
antagonistic toward JRC, so much so that one agency manager said, "We do
battle with him every day." Coming all at once, these changes required a real
expenditure of time and energy on the part of JRC administrators to form new,

positive working relationships within these critical agencies.

S-64

T O v daak iy gl

2 e e i e d

-

The relationship between JRC and the local schools w

one and wa; facilitated by the Alternative School Prin
Board of Education.

as also an important
cipal serving on the local
There were some ongoing -ifficulties, however, in
reintegrating clients back into public schools. Many of the principals did not
want these "troublemakers" back. This attitude of local educators was perceived
by the Alternative School Principal as one of the school's greatest obstacles.

JRC was able to maintain positive'relationships with many other agencies

at the local, state, and even Federal level because of the entrepreneurial skiils
of its Director. The Director lobbied for his agency with any organization he

thought might prove helpful. He frequently lobbied at the state legislature for
legislative changes that might bring new funding to JRC.

When the agency opened its Lunchbox Cafe in downtown Camden, it gained

a new, positive image within the community. A year later JRC opened another

restaurant, Little Bo Pizza. Although this latter venture only lasted a year,

these businesses provided a much needed service to the community as well as to
the youth who were able to work in them.

"JRC maintained linkages with all levels of its milieu from the community
to other service agencies, and to bodies of government. The majority of these
relationships were positive, as demonstrated by the project's ability to maintain

local funding so it could survive after Federal funding stopped.

Facility

From the time JRC separated from CETA and struck out on its own, the
agency was plagued by difficulties in finding and keeping adequate facilities.
When affiliated with CETA, JRC had operated out of a basement office in
downtown Haddonfield. The base program stayed there for another six months
after starting New Pride. Unfortunately, the program was not particularly

welcome in the city of Haddonfield, a small, upper-middle class suburban town

within commuting distance of Philadelphia. ~ While there were few overt
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incidents where neighbors expressed hostility towards JRC clients, the project
was basically unwanted and even feared by many Haddonfield residents. It tried
to keep a low profile, keeping the telephone unlisted and posting no name on the

office door.

As New Pride staff were hired, JRC quarters quickly became overcrowded.
At one point, seven people shared one office. Meanwhile, the agency was looking
desperately for a new facility to house the Alternative School. After a three
month search, a site only a few blocks away from JRC was located and a lease
was negotiated. However, as the Director related, "on the day we were to pick
"up the lease, we were informed that another tenant had been found." JRC was
told it was "incompatible" with the other tenants in the building.

The search for a facility continued and extended into the city of Camden,
where the few available sites were too expensive. As the time for the schocl to
start drew close, the Juvenile Court Judge intervened to ask the owners of a
Camden building to donate space to the Alternative School. They refused.

In June, 1980, most of the staff hired to fill New Pride positions, which
included staff for the school, moved on a temporary basis into office space in the
suburb of Stratford, about 10 miles away from Haddonfield. There they did some
diagnostic testing of the first New Pride clients, and started individual tutoring
for a few clients who were to enter the Alternative School. This space, however,

was not large enough to house the school.

Just before the school year was scheduled to start, 2 temporary home was

found for the Alternative School. It was in a church located in downtown

Haddonfield, just a few blocks from the base program facility. Although the
school could open there, the space was far from satisfactory. One large room
had been partitioned to make two classrooms, and noise from one class could be
heard in the other. Another large room housed all the counseling staff,
separated from one another by mobile partitions. In addition, the school had an

administrative office area and the use of a gym. Since they were in central
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Haddonfield, the students were instructed to go directly to class and head
directly home after leaving school. They were not to "hang out" in the area

Close to the same time that the school opened, the base program moved to
a building on the edge of Camden, next to a rapid transit station. Those quarters

were well located and quite spacious, and proved to be a comfortable home for
the program. .

The school continued to search for a permanent facility. In January, 1981,
they found a potential site in Camden, but were rejected again. The reason, as
related by a court official, was this: "The people who have it on lease from the
State don't want to rent to JRC because they are not financially stable encugh."

The Alternative School's six month lease with the church ran out early in
1981, and the church was pressuring them to leave. They located a new
prospective building in downtown Camden, which had previously housed another
alternative school. A lease was negotiated and plans were made to move in
April. On a prearranged date, all the school's furniture and materials were
moved to the new site. Unfortunately, the lease had not been finalized. The
school staff and students suddenly found themselves locked out of their new
building, for state regulations governing school facilities forbade their occupancy
of the space until the lease was legally binding. The church allowed the students
and staff to return until the new facility was available, but it was difficult to
conduct classes with no furniture or materials. They went on almost daily field
trips during this waiting period, and the school staff began to refer to themselves
as "the boat people.” Finally, in July of 1981, the new facility was made
available and the Alternative School officially moved to Camden.

The Alternative School remained in this facility for almost two years, until
early in 1983 when it moved into the building next door. This facility was newer

and had even better arranged space, including a fully equipped kitchen.

About six months later, in October, the base program moved into the
Alternative School facility. This move was motivated by a shrinking budget and
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clieritele. The New Pride grant was phasing out and JRC was going through a
period of contraction. They could no longer support the other facility, and so

moved in with the school to cut costs.

One other incident occurred regarding program facilities which seriously
impacted JRC. From early 1982, the agency had been planning to start a farm
where it could operate a small residential facility to provide aftercare treatment
to youth released from correctional institutions. The State Department of
Corrections had already made a preliminary agreement to fund such a program.
This agreement meant that JRC would finally have a foot in the door to receive
funding from corrections, an important step towards institutionalization. In
1983, when the farm land had been leased and plans for the residential facility
were being developed, local residents heard the news. Their reaction was strong
- they did not want a residential facility for serious juvenile offenders in their
community. JRC was forced to abandon its residential plan and decided to use

the farm land to run a day program.

For an agency like JRC, the challenge of finding a facility out of which to
operate can have a vital impact on the type of services such an agency can
provide and who it can serve. As the Camden CPO observed, "The community
almost forced New Pride to be in Camden. Finding housing restricted them."
Their location in Camden determined, in turn, the kind of youth who would be
referred to the program. Camden has such a tough reputation that almost no
court or school official would refer a youth from one of the outlying suburban
communities to a program in the city of Camden. After leaving Haddonfield,
JRC's clientele became predominantly composed of black, inner city youth. As

the Director explained, "New Pride has become a city-based program rather than

a court-based program. We just don't get the suburban kids down here."

Eligibility Criteria

Everyone involved, with the New Pride program in Camden was convinced

there were plenty of youth who would qualify, that is, who were between l4 and
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18 years old, had an adjudicated presenting offense, and two previous
adjudications for serious offenses within the last 24 months. While there
appeared to be enough eligible youth in the program's target area, these youth
were very serjous offenders. The Camden judge would often handle juvenile
cases informally or dismiss them. He proceeded to a formal adjudication only

with very serious offenses or multiple offenders. Some youth would have

numerous complaints against them before they were brought to court. As one

JRC administrator described, cases are adjudicated so seldom that by the time a

juvenile has three adjudications, he has "almost turned into a career criminal."

Assured that plenty of their clients would qualify for New Pride, JRC
administrators set up no screening process to intake New Pride clients. They
continued to operate as they had prior to getting the New Pride grant, taking
most youth who were referred and giving them the standard services, with the
addition of some new services introduced under the auspices of New Pride.
Although the New Pride grant officially began in March, 1980 and the program
considered itself to be serving New Pride clients from June on, none of these
clients had been screened to see if they met the New Pride eligibility criteria
until November. At this time the evaluator went to the juvenile court to check
the records of JRC clients.

The youth who met the New Pride eligibility criteria in Camden turned out
to be very serious offenders, as could be expected given local court practices.
There are MIS data for 175 New Pride clients admitted from the start of the
program until January 1, 1983. These youth had an average of 5.2 sustained
criminal events prior to coming to New Pride. Eighty-one (46 percent) of these
clients recidivated during the program. This amount of recidivism was
unanticipated by the JRC administration. They had not been prepared for the
New Pride clients to be such serious offenders, for one of their project
objectives in the New Pride proposal was that "70 percent of all youth would not
be rearrested while participating in the program." Breaking down these
recidivism figures between base and Alternative School clients shows that the
school had the more difficult clients: 42 percent of base clients recidivated
during the program, as compared to 53 percent of the school's clients.
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Given these kinds of court records and this amount of continuing criminal
behavior, JRC was finding its current clientele to be much tougher and m.ore
difficult to serve than its previous clients. Not surprisingly, project
administrators and other key people involved with the agency were concerned.
Both the Director and the CPO stated, in separate interviews, that many of the
New Pride clients should be in jail, rather than in the project. The CPO

elaborated on the problem from the court's point of view:

" ing the New Pride grant the court had a
gifliex;mie.tt‘lrhiy wanted the program but ther} the progl;am
squeezed out kids who would have _ns:zeded it. :l'he The:w
Pride kid is not the same as the ongmal. JRC kxd.. . t;;y
are far tougher. This was the Judge's big beef with the
Feds — over the eligibility criteria."

The Judge did make his case before OJIDP when he attended the
January, 1981 Projéc:t Director Conference. Arguing that the requu'em'ent of
three adjudications be changed to three nconfirmed criminal events," he said:

' int i jai Pride, the
"[f -the point is reached between jail and New ’
judge'sp decision should be respected. Instead tgf
adjudications, confirmed criminal events §hould be the
idea. We judges were told by LEAA to divert, and get

penalized for it."

After this conference the eligibility criteria was changed so that. ra.th.er
than two prior adjudications, there had to be "documented 3ud1cxal
determinations of involvement (guilt) in two previous crimi.nal events" and a
presenting offense for which the youth had been adjudicated and found

delinquent. This modification did help to ease the problem for both the program
. e
and the court, for after this decision, the Director noted, "The Judge “egan

referring slightly less serious kids."

Throughout the program, however, New Pride clients were generally more
serious offenders than the non-New Pride clients. As late as 1983, a program
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administrator said they were much more difficult to treat and, compared to the
other JRC clients, "New Pride stands out like a sore thumb."

New Pride clients usually represented only half or less of JRC's total
clientele. The agency's administration believed that programs "should be
mandated” to serve less serious along with very serious offenders; both sexes,
and different ethnic groups. It was a philosophical underpinning of JRC that
mixing the population in this way makes for a more balanced and effective
program, and serves to temper the behavior of the more delinquent youth.

Despite the mix, however, and even after the easing of the eligibility
Criteria, many of the New Pride clients were too delinquent to be helped by the
program. They were "very inappropriate for the program," said the CPO, for
"it's not a program for the unmotivated." He went on to explain, "The New Pride
kid burns out staff so the non-New Pride kid isn't getting the same level of

treatment. PO's come to me and say 'Why can't we have it (JRC) the way it
was?™

The practice of determining New Pride eligibility retroactively, sometimes
months after a client was admitted, even after the client left the program,
continued throughout the four years JRC operated under the New Pride grant.
This practice was encouraged by the fact that JRC received funds from a
number of different sources, sometimes from as many as 8 or 9 agencies. If a
client proved ineligible for funding under one contract or grant, he or she was
usually eligible under some other criteria. If not eligible for New Pride, the
client could be eligible for CETA funds, or monies from the Department of
Youth and Family Services, or the Department of Education. Money to pay for
services would always come from somewhere.

To keep all of these funding sources open, JRC accepted clients from more
than 20 different referral sources. Most of these were associated with the
juvenile justice system, but referrals were also accepted from private agencies,
schools, and even as walk-ins off the street. When asked about this, as New
Pride clients were all supposed to be referred by the court, the Director said he
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intended to keep all these referra] Sources open regardless of the New Pride
model. He said he needed to keep these doors open for the time when he would

need to secure additional funding.

In September 1981, in a move to secure a more solid funding base, the
Alte;'native School began to accept youth referred by child-study teams
operating under the State Department of Education. These teams would refer to
JRC youth they had diagnosed as "socially maladjusted." This type of child is not
emotionally disturbed but demonstrates aggressive acting-out behaviors,
including severe truancy and other more serious behaviors. The school was to
provide educational services to these students for one year, and was paid tuition
for them by the local school boards. This arrangement worked so well that it
was decided, in March, 1982, that the school would only accept referrals from
the child-study teams. Some of these socially maladjusted youth, however,
proved to be New Pride eligible as well, so JRC still considered the Alterpative
School to be serving New Pride youth. As the Director explained, "(The
Alternative School) will get some New Pride kids, but that is not the eligibility
criteria. The school system has its own set of eligibility Criteria, but it won't

change the program."”

This new policy created a problem with the court, for it was no longer able
to refer youth directly to the Alternative School. Probation Officers could refer
a youth to a child-study team, who, if it diagnosed the youth to be socially
maladjusted, could then refer him or her to the school. But the Alternative
School became less accessible to the local justice system. After some pressure
from the Probation Department, the school reversed its policy and agreed to
accept direct referrals from the court once again,

According to MIS data, JRC took fewer New Pride clients each project
year. The agency began serving clients in June, 1980 and had admitted 101 New
Pride clients by June, 1981. Fifty-one of these were served at the base program,
and 50 at the Alternative School. During the following year, only 47 New Pride
clients were admitted, fewer than half of the number promised under the grant.
Of the 47, 18 were served at the base and 29 at the Alternative School. The

5-72

e NN T A o et ey e B T R T

BT Ak s e 5. v RS MO s ket i et e me o Aaveie e e e

third project yeai‘, the final year for which there is complete MIS data, JRC
served only 27 New Pride clients. Of these 26 were at the base and only one at
the school. By this time, it was clear that the school had turned its focus totally
towards the socially maladjusted children and away from court-referred serious

offenders.

Adaptation of the New Pride Model

As the JRC administration .Was committed to retaining the agency's own
identity and "flavor," not thinking of themselves as operating just another New
Pride program, it is not surprising that JRC staff members were unfamiliar with
the New Pride replication model or with JRC's proposal to run the New Pride
program. When JRC staff thought of New Pride they usually thought of the
eligibility criteria or the MIS. @ they were base program staff, they might have
thought of the Alternative School.

For some time after the New Pride grant was awarded, the evaluator was
the person most familiar with the New Pride model and proposal. The evaluator
determined which ciients were New Pride eligible, trained staff to write
behavioral objectives, and responded to staff questions about New Pride. .

Occasionally a situation arose when it was necessary for the rest of the
staff to focus on New Pride. Such a situation arose after a Project Director
Conference in early 1981, when the Camden project received some criticism for
not adhering to the New Pride model. Staif training sessions were held to review
the New Pride model and the program's goals and objectives. After these
sessions, the evaluator commented, "We've had the grant for a year and staff are
just beginning to realize that New Pride is at Ferry Avenue (the base program

facility), too."

New Pride came into the spotlight another time, just before the OJibp

program monitor was scheduled to arrive for a site visit. Once again, materials
about the replication model were circulated and discussed by staff. This time
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the evaluator observed, "There has been more done to implement the model in

the last two weeks than during the entire funding period." This consciousness :f E
- i . e

the New Pride model did not last long, though, and soon it faded back into t

_ school, it emphasized the educational aspect of New Pride far more than the
. other types of services.
familiar patterns of JRC. i | ype

N |
Despite the minimal awareness of New Pride as a replication program, JRC i

The school experienced difficulties during its early months, with conflicts
was definitely altered by winning the New Pride grant. Prior to New Pride, the nong it adminioeetive statf, an Toemerionces fe okt et & votons s o
JRC program had had very little structure and kept few records. Some clients very serious offenders. During ﬂ}e e o o o 2 sdent by o
who were served had only their names recorded. After New Pride began, the

Principal and the Assistant Director were fired. The Counselor Supervisor, who
program became somewhat more routinized and accountable, ending up

. o . . hase
instructed to contact clients once a day during their intensive service p ’

, Despite this shaky start, the school did pull together and run an effective
: , | isit a Bet 30 and 40 students were ted h t
n a week, and make one home visi program. etween an students accepted each semester.

conduct one planned counseling sessio B |

th. In general, counselors did maintain intensive supervision. At the base ; Attendance was reported to vary between 65 percent and 85 percent, a
montine. y I

however, clients tended to be involved intensively with the program for } commendable rate given the previous attendance records of the students.

ngr?ﬂ;, f time l,ess than six months. At the school, the intensive phase was ' |
a period of tim :

often longer, extending through two semesters. The follow-up phase was rather

Discipline proved to be a real problem, and the staff worked hard to devise
creative, consistent, and effective ways to deal with acting-out behaviors.

loosely structured, although more defined than it had been prior to New Pride.

R

The Director explained that the arnount and type of follow-up was determined by

s

Gradually, a behavior modification system was developed that both staff and
the individual counseiors, but that, on an average, clients were contacted weekly

students could support.
in person or by phone.

y ® E e y a 9 undlng Gl‘ summer
~]

classes was uncertain until the very last minute, but each year it managed to
come through.

most clients, they were only used at the Alternative School. Few plans were

SRITEe Y

i i itted, "We're not using that
updated during the program, and the Director admitted,

tool. However, staff did hold regular weekly staffings on clients at both the i 1582, as dencribe above, he school began accepting youth reterrad by
base program and the Alternative School.

child-study te —s and charging tuition for these students. This income made the
l entire Alternative School

almost financially self-sufficient, and school
administrators began to corisider seriously becoming independent from the rest

of JRC. Eventually they decided to remain a part of JRC, but as a semi-
autoncmous program.

P! b e e
it i
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The Educational Component

This autonomy diminished, however, when the base q
The Alternative School was the vehicle through which a full New Pride

program moved into the same building with the school in 1983 and the twe
programs were forced to share one facility.

2%

program was 1o be provided to JRC's younger clients. By its very nature as a
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The educational component of the New Pride model stressed the
importance of reintegrating students back into regular public schools. In its New
Pride proposal, JRC set a goal of reintegrating 90 percent of its 15 and 16 year
old clients back into public schools after six months of services. They never
came close to meeting the goal. School administrators reported that, after two
years, only 20 to 35 percent of their students had returned to the public school

system.

JRC had originally had a staif position responsille for reintegrating youth.
This position was also responsibie for maintaining a liaison with the court, and
the latter task gradually eclipsed the school liaison task entirely. School
reintegration became one of the responsibilities of the student's counselor.

By 1983 the Alternative School had almost given up trying to reintegrate

Of the students who ended the semester in June, only one was

youth.
Two were referred to vocational

recommended for return to a public school.
schools and four to GED programs. As the Principal explained, "We are not as

encouraged for students to go back into the traditional schools this year as we
were previously." Their experience had shown that few of their students were
"able to adapt to the public school expectations. The Principal also said, "Some
principals blatantly refuse to take students because they know they can get away

with it."

In 1983 the school experienced a real triumph. Center City Private High
School, the new name for the Alternative Schog!, graduated its first student.

The educational component at the base program was quite different. Two

types of educational classes were offered: GED preparation and Adult Basic

Education (ABE) classes, the latter for students not yet ready for GED classes.

Both these classes met twelve hours per week, and students could be earolled in
Most clients were ready to take the GED

classes for as long as they wished.
A few clients moved inte GED

examination after four months of preparation.
preparation classes after completing remedial work in the ABE class. It was
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Diagnostic Component

t The diagnostic component of the New Pride model consisted of a four leve]
estin qualifi ini )
g battery, staff qualified to administer these tests, and a structured
roce i i
p dure for using the testing resuits to formulate specific treatment plans, As

such, this component was nev insti
er fully instituted at either th i
e Alte
or the base program. e Seheo

Both i v
programs experienced frequent turnover of diagnosticians, most of
’

h - i
whom were school psychologists. JRC was unwilling to pay a Competitive salary

or they worked for the program on a part-time or consulting basis, Fortunate|

only a few of the tests had to be administered by certified professionals, a o
them the IQ and psychological tests, Because a certified diagnostician :wamong
al'ways available, these tests were not given regularly. Although éach New ;r?: t
client was Supposed to be given an IQ test, there were IQ scores in the MIS f .
only one-third of the clients. No scores were recorded for any psychologic:

tests or i ic i
or for any of the other diagnostic Instruments used to verify the presence
of a learning disability or to specify its nature,

. ‘.I‘he achievement tests, required for all New Pride clients, could b
administered by an uncertified person. These were usually given by ’one olf the
teaf:hers. Scores for the WRAT, Woodcock, and Keymath, the three re uir :
ac-h1evement tests, are recorded in the MIS for 65 to 70 percent of ajl Nequr':
cl.xents. Although these tests were given, they were often given long after :he
clients had entered the program and had started receiving services. In th g
Cases, the testing could not have been used to design an individual serv;ce planese

» Those clients whom the school accepted as socially maladjusted had been
uily tested and screened by public school diagnosticians prior to intake. As the

4
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school principal explained, "The diagnostic component of the New Pride model is
identical to the State of New  Jersey's special education component, so the
interface was ready made." This took the pressure off the program to provide its
own professional diagnostic services. Unfortunately, only the scores of tests
administered under JRC auspices are recorded in the MIS, so we have no test
scores for those clients who 'werev diagnosed ‘prior to their entry into the

program.

Since the administration of the diagnostic battery was so spotty at IRC,
one wonders how much the statf used diagnostic results in program planning for
its clients. The Alternative School did appear to use some of these results when
they ‘screened students for placement in remedial classes and planned
appropriate lessons for them. At the base program, this was not the case. Test
results were seldom used. The teachers of the GED classes would administer
their own tests to students and use those results for program planning, ignoring
the other diagnostic information. The Director expressed the general attitude of
the base program towards diagnostics when he said, "I don't think the insights
provided by testing have given enough results to justify the resources required.
The results of testing don't seem to be much more insightful than the perceptions

(gained) from interviews."

The Learning Disability Component

For both of JRC's programs, staff views towards the learning disability
component were very similar to their views about diagnostics. Neither program
had an actual LD component, but the Alternative School did provide more LD

services than the base program.

Thirty-five percent of the Alternative Schiool's New Pride clients were
diagnosed LD. These students spent part of each day in a Learning Lab
classroom, where they received some specialized remediation from a special

education teacher.
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At the base program, only six percent of the New Pride clients were
diagnosed LD. These students were placed in the ABE classroom along with non-
LD students, where they received a limited amount of remedial instruction.

Employment Component

At the base program, the major service objectives for clients were to get a
job and a GED. Thus, employment services were considered to be very
important. Administratively there was no separate employment component, but
most of the direct service staff, including counselors and teachers, were involved
in providing employment services.

As mentioned above, the philosophical orientation of JRC was not to get
jobs for clients. Handing a client a job encouraged dependency, they believed,

for when the youth lost that job, he or she would be no better prepared than
before to find a new one.

"Mission Employable" was an intensive, week-long job preparedness course
given to most clients at the base program. For most, this was the first service
they were involved with at the program. After "Mission Employable," the main
thrust was for youth to go out and find their own jobs. MIS data show that of the
94 New Pride clients taken into the base program prior to 1983, 53 (56 percent)
had jobs. Almost or= quarter of these clients had two jobs while in the program;
three had three jobs. The clients held their jobs for an average of six weeks.

The policy of sending clients out to get their own jobs generated a very
high proportion of employer-supported positions. The employer paid the wages
for 36 percent of the jobs held by base clients. CETA paid the wages for
nine percent. None of these jobs were funded by New Pride stipends.

Actually, the proportion cf employed clients at the base program -

56 percent - was not high, given the program's emphasis on employment. In the
New Pride proposal, one of the project's abjectives was to place 70 percent of all
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clients in a job. CETA, which funded some of the basic JRC services; had th:1
same goal, that 70 percent of the clients would be employed. When the act:m
employmenf figures fell short of this, CETA officials threatened to c.utt[;rc;iz; "
funding. It was unclear whether they actually fo{lowed through on this thr

not, for JRC did continue to get some CETA monies.

Far less emphasis was placed on employment at the Alternative Schoo.l.
These youth were younger and still involved in school, where it was thought their

focus should remain until they finished school. Too, the job market is quite

restricted for children under 16. Because of this, few stude.nts had jo:s ;-.xc:zt
during the summer, when CETA slots became avai]lab.le. Durm.g the sc::h 00 :d ; r;
few employment services were provided for these clients. This was a:g o
1983, when arrangements were made for an employment counseior .frorsn‘:;:mv:;1 e
program to come and hold job preparedness classes at the Alternative

days a week.

Despite the de-emphasis of employment for the {\lternative Sc?hool y;::;:,
MIS data report that, of the 80 New Pride clients admitted there pr;or ltoClient ;
37 (46 percent) held jobs during the program. Almost as many scC lo: oo
were employed as were base clients. Surprisingly, youth .at the schoo f e "o
jobs longer, for an average of nine weeks. Employers paid the :wages :rd
half of these jobs, and from 40 to 45 percent of the rest were CETA funded.

In 1982, JRC began to put a lot of energy into developing its own
b4

ind . JRC
businesses. The first one was the Lunchbox, a cafe in downtown Camden .

G e . . the
clients staffed this small restaurant, and while it did not provide many jobs,
i iti i . Later
jobs it did open up were excellent learning opportunities for the clients : ’
idi ‘ j well as
several cther businesses were started, providing more new jobs as

vocational training for clients.

The Management Information System

Throughout the period of the New Pride grant, JRC administrators were
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supportive of the MIS effort. For four years, they employed both a program
evaluator and a dats coder. They encouraged staff to fill out MIS forms and
submit themn regularly to the evaluators. JRC even invested in the purchase of a
computer system on which they set up their own individualized MIS. They hoped
to keep this system going after New Pride ended, but were forced by financial
constraints to give it up several months after the New Pride grant ended.

This support is extremely difficult to understand in light of the fact that
neither the JRC administrators nor the staff got very much information out of
the MIS. Occasionally the evaluator would present different types of MIS reports
to the program managers, but these were never utilized on a regular basis. The
teachers used no attendance data, the employment counselors used no
employment data, and no objective update reports were used for staffing clients.
Camden provided thorough and clean MIS data for the national evaluation, but
the program did not learn to use its own data in any meaningful way.

Management Issues

Although it evolved out of a bureaucracy, JRC was far from bureaucratic
itself. On‘ the contrary, it was almost a classic example of a pre-bureaucratic
organization. JRC's founder and Director ran the agency in a paternalistic
mode. He set the tone and was the central decision maker. The agency had very
few rules, so decisions were made for specific cases only, without general
application. Leadership roles were taken by employees, rather than delegated,
and the extent of one's authority was left undefined. Loyalty was valued as one
of the most important attributes of a staff member, .

The agency's goals tended to reflect the Director's personal beliefs. For
example, the Director did not believe that a formal education was necessary for
counselors, so counselors with high school diplomas had rank equal or even
superior to counselors with MSW degrees. The Director did not believe in
therapy, so staff who had been trained as therapists were given very little
opportunity to practice their skills. The Director thought very negatively of the
public schools, so clients were never expected to return to public school.
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This mutual antagonism was exacerbated by the fact that each program

was experiencing its own internal problems. The base program, as the
: ’ continuation of the orj inal
The environment at JRC was loose and unstructured, hence chaotic, most . ol
i i here
f the time. When things were going well for the agency, this atmo:: :
i . ic i i aff an
imulated creative programming and dynamic interactions between st .
- i tress, this
high level of stress,
i i hen the agency was under a
clients. At other times, w indel .
ch led to anarchy. At these times the tension in the agency would becom
aos . ‘

would
almost unbearable, clients would act-out frequently, and staff morale

had just experienced a rapid expansion of
personnel and services. They were desperately trying to maintain theijr old

identity in the face of more difficult clients, new and inexperienced staff, and
unfamiliar program demands to meet New Pride requirements. Staff morale was
low and the tension level was high. There was talk of mass resignation.

i o e i

¥ 4 i

The Alternative School was also going through a critical period, for it was

r
plummet. just getting started. It had to deal with the complex and time consuming process
i incipal of gaining state accreditation, a process which was not completed until April
. i the person hired as principa ; g2ining state g » 3P p pril,
School was being set up, ]
When the Alternative : opposite and even antagonistic to those of 1981. Not all the newly hired teachers were properly certified to teach in an
isti hich were
had many characteristics w

.
g

staff communications were all to be put in writing.

i apart
It is not surprising, then, that the Alternative School was housed ;1
. . o
i the base program. The JRC Director described the separation of the tw
rom .

facilities:

"Both our components are going to .be s&r:f;vhar:e ::ilrfg
tained...The New Pride rephcatxon:x . eaniny
%:emative School) is going to l?ave their own co?n(staﬁ):
their own vocational (staff), thg:.r own-educa:nong.ncemed
Sometimes, as far as the service delivery l’:s con't e é
they'll be somewhat separate in that yout :i,onal e
from the Alternative Schgol and get vo‘c':a ’
vocational training. That will happen there.

‘ . . ) . n
Fueled by their differences in style and their geographicai separamof ;
k sta
tension and distrust developed between the two programs. At base progr'am -
eetings, staff referred to regular schools as "hell holes." At Alt:;ré:atw.ed -
i , " min
hange "the
i inci declared that he wanted to c
meetings the Principal . g
that a GED and a job are the only options. Kids can go back to school
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Alternative School, Curriculum material had not arrived, they were housed in

cramped and noisy temporary quarters, and the students they were Supposed to
teach were acting-out multiple offenders.

In early October, 1980, when the Counselor Supervisor was made principal
after the original Principal was fired, the dissension between the school and the
base began to diminish. The new Principal proved to be a capable administrator,
who was able to run a reiatively structured school and work Cooperatively with
the JRC administrators. Despite this, the Director was stijl concerned about
keeping "the same flavor in both agencies."” He sent his Assistant Director, who

had been with JRC from its CETA days, to the Alternative School for severa]
months to "take the JRC philosophy there."

L)

Over time, the relationship between JRC's two programs developed into a
rather distant, though mutually supportive accord. Administrative staff from
both programs met weekly, and occasionally a joint activity would be planned.
For the most part, the two programs operated independently. As one base
Manager said of the Alternative School, "...they are only on the other side of
town, but we're doing our own thing and they're doing their thing."

JRC experienced a second period of crisis which began in late 198].
Feeling a burst of self-confidence at having overcome its original obstacles, JRC
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began an expansionist phase. The agency opened a small residential program,
designed to help youth move out onto their own. The school began to develop
plans for a second school facility. In addition, a major new program was planned
for the neighboring Burlington County. JRC started hiring new staff and
promised promotions to other staff as these new programs developed. Suddenly,
however, the rug was pulled out from under these plans when both the Burlington
County and the Alternative School expansions fell through. Seven staff members
were laid off and raises that had been promised had to be postponed. This had a
destructive effect on.the staff, causing morale to drop and tensions to rise.
More staff left JRC voluntarily, with the result that a number of services were

disrupted.

Throughout 1982, JRC was shaky. It did manage to pull out of this,
however, by cutting its losses, consolidating its services, and making an effort to
build some structure into the agency. Agency administrators wrote new goals
and objectives and used them when making programming decisions. New
personnel policies were developed. The Alternative School put together a

procedures manual and systematized its curricula.

By mid-1983, JRC was on a stable footing. The CPO, referring to this
newly gained stability, commented: "They have solidified many of the projects

they have been running during the last year."

As the agency matured, its atmosphere could still be described as loose and
unstructured, but it was an atmosphere which encouraged creativity. Project
services were not so routinized that they had become ends in themselves, but
could be individualized to meet the unique needs of clients. In order to keep less
motivated clients involved, JRC would invite them to bring friends, siblings, or
their girl or boyfriends with them to the program. In one case, a client's mother
was tutored to take the GED test. She and her son had a contest going over who
would score the highest, and the program opened its services to the mother to
keep the client's interest high. As one program manager explained, "We will do

anything that will work."
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Institutionalization

From its beginning as a part of CETA, JRC received funding from several
sources. At the time the New Pride grant was awarded, JRC was receiving
monies from nine different agencies. Even after the grant award, the agency
continued to accept youth referred from many sources and about half of their
clients were not New Pride eligible youth. Thus, JRC administrators expected
their funding sources to continue to support their program even after New Pride
monies ended. "It is very easy for us to think in terms of institutionalization,"
said the Director. "We are not talking about institutionalizing something new.

We are talking about continuing what we have been doing and the only thing that
we do."

Agency administrators discovered, however, that maintaining many
relatively small amounts of funding from a number of sources required an
enormous expenditure of their time and energy. As the program experienced its
periods of crisis, administrators found themselves overextended. The Director
explained their dilemma thus: "I always maintain that we could 1;un a program as
well as anybody in the country. I also maintain that we could probably raise

money as well as anybody could. I don't maintain we can do both at the same
time."

Sometimes money was promised and then did not come through, as
happened with the Burlington County grant. Funds the agency expected to get
from the Department of Corrections failed to materialize. Even some of the

oldest and most reliable sources of money began to look like they might
disappear.

Early in 1981, when CETA funds were being cutback nationwide, JRC
decided to explore a new direction. They decided to open a few of their own
small businesses, which could immediately provide some jobs for clients and

hopefully, after some start-up time, could provide financial support for the
agency.
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The first business was the Lunchbox Cafe, which opened in July, 1981. It
proved so successful that a second restaurant, Little Bo Pizza, opened a year
later. The following year, JRC leased land for a small farm. They began a new
program called FAST, the Farm and Skills Training Center. This program
included construction and carpentry classes, baking classes, and agricultural
training. Its purpose was to prepare youth to work on the farm, growing crops

. and running a greenhouse operation, and also to prepare baked goods on a

wholesale basis.

While the Lunchbox continued to attract customers, the pizzeria closed
after a year, and the bakery never got off the ground. The farm did produce
some crops, but was more succescful with its greenhouse venture. JRC quickly
learned that, while its businesses could provide excellent work opportunities for
a few youth and new resources to the comritunity, they could not support the
agency. Indeed, they would be doing well to show any profits at all. JRC
administrators went back to their original plan to continue to secure relatively

small amounts of funding from other local agencies.

At the time the New Pride grant ended, JRC was receiving funds from
many of the same funding sources that had been supporting the agency four years
before, as well as a few new ones. JRC received money from both County and
City CETA, the Department of Youth and Family Services, the State
Departments of Education, Labor, and Corrections. In addition, they were
looking forward to a substantial two-year subcontract with the Camden
Prosecutor's Office. The Alternative School, receiving tuition money for serving

socially maladjusted children, had become self-supporting.

Most key actors involved with the agency were optimistic that JRC would

survive the loss ‘of New Pride monies. The Director said, "We will
institutionalize a part of the program, (but) not as New Pride. Some program
pieces have already been institutionalized." He continued, "Since we don't have

a large parent organization who does other things, we'll stick around."
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Program Impact

It is difficult to assess the impact of the Camden New Pride program apart
from the impact of JRC, for, as has been shown,

entities. The Mew Pride grant was responsible for

they are not two different

the Alternative School bei
- - . n
started and it did stimulate JRC to accept more serious off ;

fenders as clients.
These two aspects of New Pride had a discernable impact.

. The Alternative School, while it did not return many students back into th
public system, did take the system's most difficuit problem children and r0 'de
them with educational services. The Principal saw the school being use: :.‘s“"e
dumping ground," but said that it was able to succeed with many children ha
had been labeled failures by the public schools. She said, o

"We have helped turn
students around who would never have made it otherwise."

Although JRC had served ‘delinquents prior to New Pride, with the New

Pride gr i i
grant it began to function as a real alternative to incarceration for some

serlous offenders. The juvenile CPO testified: "We have many kids who are

gomg to New Pride who would have gone to jail. Some of these kids have made
it. That's an impact on the system."

) In. addition to its impact on these larger institutions, New Pride was
f fes[:onsﬂ:de for a number of youth being helped. When JRC's Director was asked
i tue_New Pride project had had a positive impact, he thoughtfully replied:

"}Ve'vz:1 had both dramatic successes, like the kids at the
L,L‘x‘qc .box', gnd dramatic failures — some murders. The
E;g)rjlltj)s/txsuxsn ge_ttwien;)eMore kids got something out of it
i ed It to Deat the system. So kid
decided they don't want to be in jai ) vy oy
¢ i in jail. They've gotte
gfﬂ maxm‘ed. They don't want to be in troublge ag:ina
ers hurt people. Some didn't get help fast enough. )

"I don't think the program has h i
\ urt any Kkids.
balance, more has been gained, more havey beens hel;)ez.':che
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CHICAGO NEW PRIDE

: . i It
i wo yea s.
Preventlon to ‘.OndUCt a l‘ephca . t [
- X
f a tr&ihsition Period to arrange er Private and/or lccal gQV ernment suppor ted
or |
u

1980 to May 1983.

General Status of Local Juvenile
Justice Systems

In 1983, the Juvenile Court of Cook County, Illinoi.s was desc.:ril;eds tin)c;‘:s
information booklet as being the first juvenile cou.r't in the Umt:ld ’ :anc;
Established on July 1, 1899, the Juvenile Court was desxgr.xed to help cb:. r "o
their families, and at the same time, to provide protection to the p: :::.50 "
the passing of the first Juvenile Court Alct (c::n ipl:ialsl :e,elnsz,n ::;'::gin ;ts eﬁirts

i sent location, the Juvenile Cour
Zoea;oi:::s ti: rights of children to full opportunit.y for normal dgx;c;wt:;tz:
development, to protect the right of families to remain together, an p

the right of society to safety.

During 1980, the year that Chicago New Pride (CNP) was started, the

inoi t of
Juvenile Court of Cook County had sent 441 youths to the Illinois Department o

i d as
Correction — Juvenile Division. In [981, that figure almost doubled a

941 juveniles were incarcerated.

g g

i i hange
The posture of the State's attorney and his assistant seemed to undergo a change,

i as its
as did the attitudes within the court system generally. CNP with BFF

i i atives
parent agency came into being during a time when attitudes towards altern

to incarceration had begun to change.
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Parent Agency

Chicago is divided up onto 77 community areas. These areas grew out of
tradition, for the most part; some grew out of segregated areas, for a very minor
part. All of the community areas in the City share a rich tradition, a rich
history, of all the residents that have lived in a particular community area. In
effect, there is not only a South Side, a West Side, and a North Side of Chicago,
but there is also a North Lawndale, a Humboldt Park, a Hyde Park, and so on.
The Better Boys Foundation is a private, not-for-profit, community social

service agency serving underprivileged youth and adults in Chicago's North
Lawndale community.

Established in 196] by a Chicago businessman from the area, the Better
Boys Foundation is unique among social agencies because of its historical
emphasis on educational and development programs. The programs of the agency
currently operate under three broad headings: education, social development,
and cultural arts. The programs are implemented by a staff of forty-five
professional, para-professional, and volunteer workers. The total client
population is approximately 1,500.

BBF occupies a building that originally was the gymnasium for the heavy
weight contender, Archie Moore. That building is located in the North Lawndale
area on the West Side of Chicago. It had been purchased in the hopes that the
gym would serve as a training ground for future fighters and if not for future
fighters, then it would certainly provide juveniles, according to the theory in the
early 1960's, with a chance to burn up that excess energy and keep them from
being involved with juvenile delinquency.

As time went on BBF came to function less as a recreational program and
more as a social service agency. It began to help people in the manner of a
traditional social service agency. Residents of all ages came to the agency and
requested assistance in resolving personal, family, and sometimes inter-family

problems. It also provided educational, social development, and cultural arts
programs for the entire family.

P
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In 1969, with the cooperation of the Chicago Board of Education, it helped
to start the first outpost for high school dropouts in the city. The cooperative
venture was cited by many educators and the May, 1976 issue of Time Magazine
named it one of the five innovative educational programs in the country. The
Farragut Outpost has since become the model for similar schools in North
Lawndale. In keeping with its concern for improving the education of the youth
in North Lawndale, BBF designed a unique program called Project LEAD
(Leadership, Education and Development), which was funded by the Rockefeller
Foundation for three years. Project LEAD provided over ninety pre-adolescents

with intensive counseling, leadership training and educational opportunities.

Some of BBF's community contributions have included a major role in the
development of the Lawndale Peoples Planning and Action Conference, and a
leadership role in Educon, a coalition of business, school and community groups,
formed in 1970 to plan and develop educational pricrities. Also, BBF was chosen
as one of the sites for the United Parcel Urban Intern Training Program, and

helped the DeSota Corporation to develop a management training program.

. [

Support for the Better Boys Foundation has come from a variety of
sources. The chief source of funding is an annual dinner honoring the top
athletes in the NFL - the National Football League Player's Association Awards
Dinner. Now in its seventeenth year, the NFLPA Dinner is one of the premier
events of its kind in the country, hosted by celebrities such as Buddy Hackett,
Bill Cosby, Johnny Carson, and Alan King. Proceeds from the dinner sometimes
exceed half a million dollars. The remainder of the agency's annual budget is

obtained through foundation grants, corporate gifts, auctions, and public

resources.

At the time CNP was launched, the active Board of Directors of BBF was

chaired by a prominent Chicago attorney. BBF's Administrator was a well-
known social worker. Cne of the components of BBF was a Family Development
Unit (FDU). FDU included three or four programs that addressed the problems

of youth who were considered unmanageable or ungovernable and consequently
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had run away, youth who needed assistance to stay at home with their parents
and youth who were in need of guidance generally. ,

. Another component that was in existence in 1980 was a theatrical troupe
consisting of youth and young adults. This troupe hosted and produced some
original plays, most of which had been written by playwrites in the Chicago and
Midwestern area. The theatrical troupe did very well and was the 'g
the Executive Director of BBF. e prees et

' With the exception of the large theatrical company, BBF was otherwise a
fairly typical large city social service agency. Operating locally, BBF had
seldom served youth or familjes outside of the North Lawndaje area p’rior to the
establishment of Chicago New Pride (CNP). The acquisition of the CNP

therefore constituted a signifi
gnificant departure from revious i
performed by BBF. i e

Acquisition of the New Pride Grant

Large and well organized fund-raising efforts require specialized staff
The Better Boys Foundation maintained a corporate development office housed.
at a separate location. A talented individual who had benefitted in his yéuth
from BBF programs was the Director of Corporate Development at the time of
tl?e New Pride initiative. He worked in a public relations Capacity as well, alon
with a retired NFL football star. This person was deeply interested in brir:gin g
New Pride project to Chicago, and was single-handedly responsible for tghe

Preparation of the proposal. He personally raised the $§100,000 needed for the
match.

The submission process was not without problems, however. Several
members of the BBF Board of Direactors opposed the idea on the grounds that
j:he project did not appear to be cost effective in relation to the number of youth

to be served, and that it would represent a change in focus for BBF in terms of

target population and city-wide orientation. Since the Head of Corporate

e e ————— . -
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Development was the prime mover behind Chicage New Pride, and since he was
also on the parent agency's Board of Directors, he was able to persuade the

skeptical members to give New Pride a chance.

Just after the grant was awarded, and at the time the project was starting-
up, the prime mover resigned to take a position with the Asiérican Bar '
Association. Though he remained on the BBF Board, he had little to do with the

subsequent implementation of the New Pride program in Chicago.

Project Location and Facilities

The site selected by BBF for the CNP program was located in downtown

Chicago, the idea being that youth coming to the project would not have to cross

or enter rival gang territory. (It was assumed that many of the youth coming

into the program would be involved with gangs.) The person who had written the
proposal to get the initial OJIDP grant had had a major role in the selection of

the site. He wanted to see BBF launch an educational program which would be

accessible to all youth in the city. Nevertheless, BBF did not move, but

maintained its principal offices and operation at their North Lawndale location.

A considerable amount of care and attention went into preparing the
facility. As a result, the facility was laid out in a very useful and efficient
manner and well geared to the needs of the program as that program had been
originally envisaged. There were several classrooms, very nice individual offices

for teachers and staff, a conference room, a spacious office for the director, and

a large reception area. There were, however, no recreational facilities at or

near the site.

Program Design

CNP was viewed by its own supporters as being a unique community-based
alternative to incarceration that offered individualized services to serious
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and group co i
> 'g P counseling as wej] as academic tutoring. The clients also w
e : ' ere to
h? " program of job preparation and training, an element of the
which was only mini i ettt
s by minimally implemented. Vocational training was to be availab]
frals between CNP and loca] i )
vocational trainij i
not work at all as planned. T PR This oo, ad

l
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* While the UDIS i
- program in the Chj
alt . ) lCago ar :
waser ':gns‘:li;etro ;gs{aorcer;t;on for less seriousgoffen:ia:rs h?ﬁis l;;g‘grded
. us defunding durj he e Y am
Intents and purposes ceased to fgnctiol:.g CNP's litetime and for all
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Administration and Staffing of the Project

- . eres
The key units of Chicago New Pride as originally conceived w
e .

1. administration

2. education

3.  counseling

4.  job placement

3. diagnostic assessment
6.  evaluation

7.  volunteer support

the key units above. Key staff were:

l.  Project Director
2. Assistant Director
3. Education Cocrdinator

' 4.  Counseling Coordinator

ist and the
Diagnostic Team (consisting of the psychometrist a

> learning disabilities specialist)

6. Evaluator

7. Volunteer Coordinator.

tion of
ject Director for CNP was responsible for the overall operati
The Projec

e =1

e The Project Director's chief

g

) S ] '
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maintained that jt belcnged to the Project Director, Such divergence of views
On an issue of sych critical importance did not auger well for project
continuation beyond the period of Federa] support.

The Assistant Director had the responsibility for managing the daily
operations of CNP. The ‘Assistant Director coordinateq each of the program
functions and generally assisted the Project Director in the interna] management
of the project. The Person holding this Position was also to have the principal

the Chicago Police Department, and other institutions whose cooperation was
vital to the success of the project.

The Education Coordinator was responsible for the Mmanagement of the
Chicago New Pride Alternative Schoo] and the Learning Disabiljtjes Center. In
this capacity, the Educatjon Coordinator was to eénsure that the Alternative

and recorded. The Educationa] Director was also to perform regular teaching
duties in the New Pride Alternative School.

The Counseling Ceordinator was responsible for the Supervision of 3]]
Counseling staff, which originally was to include two counsejor advocates, one
learning disabiljties counselor, and two vocational counsejors, The Counseling
coordinator was also to maintain a sma]] Caseload. Other responsibilities were to
include participating in the intake process, Providing advice to the Diagnostic
Team and counselors, and being chiefly responsible for developing and
implementing the approved treatment plan for each client. The Counseling
Coordinator was also to act as the Primary liaison to the Juvenile Court of Cook

M N i g

et - e



mas T

e

. S Y e

e .

bt Rt b ks A

The Diagnostic Team was to consist of a psychometrist and a l.earning
disabilities specialist. These specialists, with the input of the counseling .and
education coordinators and the Assistant Director were to perform functx?ns
related to intake and diagnostic assessment of each CNP referral. The learning

disabilities specijalist was to assist in the work of the Learning Disabilities

Center.

The Volunteer Coordinator was to have primary responsibiiity for the
recruitment, assessment, and management of volunteers for CNP. CITJP
volunteers were to perform various functions in the project. They were to assist
at the Alternative School and the Learning Disabilities Center. They were also
to help organize special events related to the project. In addition, a cadre of

volunteers was to work closely with the counseling staif in providing services to

families.

All the staif of CNP were to be carefully screened by a committ-ee
consisting of select Advisory Board members and BBF staff leadership.
Volunteers were also to be assessed prior to their acceptance into the program.
In this way it was felt that persons of questionable moral character would b.e

kept from serving in a staif or volunteer capacity.

Some Special Staff Issues and Concerns

Most cf CNP's .teaching staff were very dedicated. Two particularly stood
out. These two teachers extended themselves in many different ways. Since,
however, they were Board of Education teachers, they followed the Boar.d
contract, which created separateness and disharmony within the staff. This
became particularly evident during staff meetings when at 3 p.m. the Board of
Education teachers would simply rise and leave, feeling that their work day had
concluded. Another staff person, who taught math, was also very dedicate.d. She
and two other teachers would often remain long after the normal working day

concluded to work on their materials and/or with the juveniles.
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There were problems in finding and hiring several key staff. Once hired
there were some problems in turnover. The staff at Chicago New Pride tended
overall to be quite stable, compared to that of other projects. Turnover in both
line and administrative staff was rather low. Notable exceptions were the slots
of director of alternative education, which turned over three times in the course
of three years, and the diagnostician slot, which seemed to have been filled by an
endless succession of people. Staff positions did not offer a high pay scale for
the level of professional sought, particularly in the case of the diagnostician
Position. Another problem was that the staff who were hired tended to have
backgrounds which did not equip them to work in an experienced manner with
juvenile delinquents, let alone juveniles who had committed extremely serious

offenses. In-service training might have helped this situation, but it was not
provided.

Staff Morale

Staff morale and communications began to fall off measurably soon after
the initial honeymoon period. The evaluator observed that when he thought that

morale had reached its lowest point, he was surprised at how much lower it
continued to go.

Problems involving client behavior with which staff had to contend nearly
daily included such things as discipline problems both in the facility and on field
trips, and pot smoking and stealing on the premises. Staff got increasingly
discipline and rule-minded. The program evaluator felt that more staff training

would have helped. Increasing numbers of staff wanted to "get out"; some were
fired.

Some staff indicated that the Project Director was another cause of their
morale problems. Primarily an administrator, the Director seemed to have a
difficult time in developing the program along the lines that had been specified

in the original proposal. She, in fact, gave little energy to implementing the
employment component. The diagnostic aspect of the program was never fully
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realized. Five diagnosticians came and went. Eventually, testing became the
responsibility of the Board of Education, who sent someone over to the project
on Wednesday mornings. Teaching staff did not wait for the testing to be done.
Rather, they conducted their own brief tests to find out where the youth were in
reading and in math. Various staff positions were left uniilled for varying
lengths of time. Individualized Service Plans were never fully developed or

utilized. While there was team work amongst the staff, the Director was not

really involved.

Advisory Board and Ad Hoc Planning Committees

The Advisory Board for CNP was constituted of 20 individuals who
represented a wide range of expertise considered helpful to CNP in the areas of
service delivery, resource development, program management, and public
relations. The CNP Advisory Board was to meet on a monthly basis. Meetings
were to be hosted on a rotating basis by the various members of the Board.

The Advisory Board participated consistently in the development and
planning of CNP. After an initial meeting in which the prospective members of
the Advisory Board were given the background information on the Denver model,
the decision was made to establish committees for the purpose of assisting in the
planning of the project. Ad Hoc Planning Committees were created to focus on
the following subjects: Education, Mental Health/Diagnostic Assessment,
Employment and Training, Legal Rights, Volunteer Support and Evaluation and

Management.

Meetings were set for each of the various committees and it was in these
committee meetings that the Advisory Board members were to make their input
relative to the structure of the particular component. The development of the
program design was to reflect the input and advice of every individual on the

Advisory Board.

5-98

et kb o 4k

A T A ———— AT W W - R

e e M e ki € o e Pape
B L RPN PR O OT S
Lt aesee b

Once the project was underway, the Advisory Board was to play a major
role in determining how best to oversee the entire operation of the project. The
Board was to serve as primary decision makers in matters of policy, fiscal
accountability, and project management. In an effort to help to ensure
continuity with the overall governance of the Better Boys Founciation, the
president of the BBF Boatd and the BBF Executive Director were to. participate
on the CNP Advisory Board as ex-officio members. Several of these key
principals were engaged in ongoing disputes, and they injected these conflicts

into Board interactions. As a result, the potential effectiveness of the Advisory
Board was seriously diminished.

Program Components

The program components to be described briefly here are the following:
education, counseling, job placement, diagnostic assessment, evaluation, and
volunteer support.

Education Component

The educational component was to be comprised of two parts: the
Alternative School and the Learning Disabilities Center. With respect to their
facilities, both the Alternative School and the Learning Disabilities Center were

to yse common space, equipment, and supplies. The LD Center, however, was
never fully implemented.

The Alternative School

The Alternative School was to involve three teachers provided by Athe
Chicago Board of Education. A fourth teacher/administrator was to function as
the Educational Coordinator for both the Alternative School and the Learning
Disabilities Center. New Pride counselors were to work closely with the
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teaching staff in assisting students who wished to re-enroll in the public school
system. This reintegration function was never fully carried out, partly because
of other more immediate priorities, and partly because no single person focused

in an effective way on carrying out the function.

Each student was to be interviewed by a teacher to determine his or her
interest and educational goals. Following this interview, the teacher was to
consult with the client's counselor and the psychologist to determine a precise,
individualized plan of instruction for the client. Lesson plans were to be
deveioped to remediate areas of weakness as evidenced in results of the WRAT.

As previously noted, this regularly failed to occur as planned.

As in the Denver model, the Alternative School was to emphasize studerit
interests and strengths with a view to establishing a solid basis for further
learning. Instruction was to be designed to be intensive and tailored to the
individual. Most teaching was to occur on a one-to-one basis or in small groups,
and all New Pride clients were to assemble regularly for a lecture on a topic of
current interest. Such lectures were planned to be entertaining, informative,
and inspirational. This aspect of the educational component was perhaps the

most most effectively carried out.

CNP clients were technicaﬂy enrolled in a West Side high school, which
received the stipends for them. The Alternative School was allowed to give
credit by the Chicago Board of Education and credits would be applied towards
graduation if the client opted to re-enroll in the regular public school system.
As the school reintegration role was never fully implemented, few returned to

school and made use of this provision.

Learning Disabilities Center

The Learning Disabiiities Center was to duplicate the Denver model. In
cases where visual, auditory, motor, or language dysfunctions were detected,
further refined tests were to be administered to determine the nature of the
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disability. Process tests which measured such dysfunction were to be used to
heip to define a specific pattern of learning disability which could then be used
to develop a prescription for further learning. The primary focus of therapy at
the Learning Disabilities Center was to have been on remediating the most
common learning disabilities observed in the client population.

Difficulties in hiring and keeping appropriate staff, the plaéing of higher
priorities elsewhere, and problems of apparent inertia on the part of the Director
stood as barriers in the way of implementing these efforts as planned. As a
result, this component never got off the ground.

Special Aspects of the Educational Component

A particularly noteworthy aspect of the educational component was the
attention given to remedial and developmental approaches to the learning of
basic skills. A broad array of instruments and materials had been purchased to
use in implementing multi-media lesson plans. The visual and auditory
dimensions of the program stressed simulation activities and encouraged the
formation of automatic skill responses. All multi-media lessons were correlated
with workbook or copymaster exercises for individual application. The entire
word attack and phonics program was to be cross-correlated to psychotechnics
materials an_d was to allow for both diagnostic testing and prescriptive teaching

on a group or individual basis. Owing to problems noted earlier these potentials
were never fully realized.

Cultural, Physical, and Health Education

Cultural Education consisted of a variety of experiences designed to
introduce all clients to the various forms of culture. Students visited such places
as the Art Institute, the Museum of Science and Industry, the Dusable Muséum,
the Museum of Contemporary Art, and the Oriental Art Museum. These efforts
proved fairly successful, although there were major discipline problems which
marred their success from time to time.
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Individual, family, and 8roup  counseling were  provided by

Physical Education was to be a structured part of the program and was | J counselor/advocates on a regular basis, Counselor/advocates were to maintain
designed to teach seli-awareness, group interaction, cooperation, and . 1 detailed casenotes on all client and family contacts and, if it were necessary for
interdependence in a supervised environment. Clients were to be taken to Navy a client to appear in court, the counselor/advocate would appear with him to
Pier Gymnasium once a week to participate in team sports. Also, students were ' l‘ provide whatever documentation he or she had that might be helpful to the
to be given instruction in swimming and yoga through a program offered by the : client. One of the major responsibilities of the counselor/advocate was to begin
central YMCA college. These efforts began but were very short lived, owing to | ' preparing the client to assume more responsibility for his actions after the
discipline, logistic, and other problems. ) | [ intensive phase of New Pride ended.

T '
Health Education was a part of a special Survival Skills Program focused on i | 3 The person responsible for for court liaison was the Counseling

hygiene, sex, health, drugs, and career awareness. Health Education emphasized % Coordinator,
the importance of a sound body and mind. Personal health care and nutritional
education were among the subjects offered. Videotapes, films, lectures, and
other methods were used. Lectures given by volunteers from Mt. Sinai Hospital,
the Planned Parenthood Center, Red Cross, and the Mile Square Health Center
were a regular feature of the Health Education Program. Visits to the courts

were also scheduled on at least one occasion. Clients met with the judges and

who reviewed each case at the time of referral. All available
material on the youth was presented to the liaison at this time and he discussed
{ | with the youth's prospective treatment plan with the probation officer. The
) court liaison also established a regular case conference schedule with the

g
s S O SN AR N i

probation officer (minimum of once a month) to evaluate the progress of the
plan. A written report was submitted by New Pride when an unusual incident
occurred or when a change of plan or residence was im plemented.

asked questions after hearing a case dealing with drug trafficking.
g . ' Overall, the Intensive Supervision Component was implemented with a good .
degree of success. It was not, however, informed as jt might have been by a
Intensive Supervision Component ' ! strong, ongoing, and updated team assessment effort. Also, the counselors did
not receive any in-service training that might have helped them do a better job
and stave off burn-out. Further, there did not appear to be any common
therapeutic orientation which might have helped the program by providing a
considered part of the counselor/advocate's caseload. : common and reinforcing thrust to the efforts of the staff. The holistic provision

Intensive supervision was both client- and family-oriented. Counselor

caseloads were not to exceed 15 active cases, and the entire family unit was

! of service delivery, which is a cornerstone of the New Pride model, was

Based on the results of the initial assessment, the counselor/advocate etfectively mastered by the teachers and the counselors in ONB.

participated in the development of a treatment plan for the client and his
family. The plan focused on problems which could be readily resolved, such as a

job placement for an out-of-work adult, a referral to a public agency for | Employment Component

additional assistance if it were warranted, etc. A key facet of the intensive

supervision component was its emphasis on providing concrete services and

aggressive advocacy on behalf of the client and his family.

The employment component of the program was to focus on job preparation
and job placement. As in the Denver model, the component had originally been
designed to introduce clients to the world of work and its expectations.
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Emphasis was to be placed on providing clients with a meaningful employment

experience, through which they could earn income for work performed.

At the outset CNP had entered into a collaborative relationship with the
Jobs for Youth Program. Jobs for Youth was a newly established program which
provided vocational assessment and orientation, pre-placement and job readiness
counseling, job placement, job follow-up, and job upgrading. The program was to
provide a two year tracking service on all placements and also provide referral
and supportive services. Jobs for Youth was also to provide the following
educational services: 1) work-related competency-based education; 2) indivi-
dualized instruction on pre-GED) training and on-the-job related skills and;

3) individualized instruction on planning, organization, and goal setting for

career and life planning.

One New Pride vocational counselor was to be based at the Jobs for Youth
program and to handle all of the project's referrals to Jobs for Youth counselors.
Although based at Jobs for Youth, he was to be accountable only to CNP. The
remaining vocational counselor for CNP was to work intensively with youth at
New Pride headquarters to prepare them for referral to Jobs for Youth. The
counselors were also to have responsibility for locating new jobs within the

private sector for New Pride clients.

The relationship between CNP and Jobs for Youth although planned, never
fully materialized. Instead, the counselors at CNP had to seek out job

placements themselves. One attempt was made to hire a job developer, but he

did not work out.

Problems in finding jobs for New Pride clients in Chicago seemed almost
insurmountable. Employers in the area were generally not open to considering
serious juvenile offenders for employment. There were locally tight restrictions
on the employment of younger and non-union workers in many job categories. If
a job could be found, frequently it could not be used if it required travel through

the territories of rival gangs. Travel distances were also a problem.
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The Project Director had no familiarity with job programs in the city, nor
with their effective implementation. This meant that she could provide no
guidance when it came to the employment component, and that it was more
easily de-emphasized. For all intents and purposes, although some clients got
jobs, CNP had no functioning employment component. No businesses were
started that could employ project youth. Job readiness skills and career
awareness were taught in the classroom.

Yolunteer Component

Volunteer support for CNP was seen as an important ingredient in the
overall success of the project. The Retired Teachers Association was to provide
volunteer teachers to assist in the New Pride Alternative School and the
Learning Disabilities Center. The Commander of the Youth Division of the
Chicago Police Department was to provide some of his men to serve on a
voluntary basiz in a "Big Brother" type program, taking New Pride clients to
baseball or football games, to movies, and other events. Also, student interns
from .Chicago State ‘University were to be recruited to serve on a voluntary
basis.  Finally, the CNP Advisory Board committee on volunteer support
developed a plan to get the parents of New Pride clients involved in the project
on a volunteer basis. Very little of what was planned actually materialized.

Diagnostic/Intake Compenenf

Upon referral, a complete diagnosis of the client was to be conducted.
This diagnosis was to include ihtelligence testing, attitudinal and aptitudinal
assessment, a psychological test, achievement tests, a diagnostic medical
examination, and, if necessary, further tests to determine learning or behavioral
disorders. Also an individualized needs assessment which took into consideration
family, employment, legal, and transportation concerns was to be conducted.
Following this, a treatment Plan tailored to the particular needs of the individual
client was to be developed. This was to be developed with the client's apprc;val.
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i i k priority.
because other, more pressing service delivery concerns took p y

npehavior disordered" in order that

A unique necessity to label clients as =

they might qualify for special services through the Ch1cagho Boi:r :f ,ii:i:or_
eventually rendered the LD category obsolete. If t eyt e
disordered," clients qualified for transportation .money to ge e
project (an "L" stop was right outside the facility), as well as

other kinds of services.

Data Collection and Project Evaluation

i tof a
Before the replication award was granted, CNP enlisted the suppor :
Data-Aide, to develop basic procedures an

i i i rvice
professional information se ’ e

i oject-
systems necessary for the collection, storage, and retrieval of ir t]h t
a

data. After initial discussions with them, they recommende .
o Approximately 15 percent of the CN

Pacific

Institute. assume those responsibilities. o pereey
budget had been earmarked for the Management Information Sy .

i ck of
While the MIS never operated up to its potential at CNP because of la

itati luation
hasis and management support, the qualitative aspects of program eva
empha » th o8
were thorough and useful in clarifying the problems, poter'ma ’ e
ffectiveness. The evaluator established himself as a highly resp
e - 3 .

and levels of

i ients ics and com
extra-curricular courses teaching clients about electronic

said,

1

i ted in that and that's

" eall ot some Kkids star d s
ls_:lc?mv:thiné tﬁey‘ll take w_ith t;\em. forl;;a\;x;i 4 cf;Zi'tL?\aie:to

in a role where he isn't domina
rg\eaig zl:r:)ntrol of everything; he czn 10‘ie;h:ug ;ct;:sgéys;;i
ings. . .Coming without tie and suit, .

gﬁggsfts docwn wi%h the kids and actually spends some time

with them."
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The data file with test score information was inadequately maintained in

Chicago because insufficient testing was done on the clients.
were never really used as designed,

objectives for clients.

The service plans
to develop individualized treatment
Rather, a less precise tracking, or level system was
Information regarding the backgrounds and attitudes of project youth
Was more systematically collected, as well as service delivery and termination

employed.

data. Offense history information was es{:ecially complete, and the Chicago
evaluator continued to update information on clients and comparison subjects
past the time the project was terminated. He also continued the updates at the
Kansas City site, which closed after its third year.

Eligibility Criteria

Start-up ciient intake was slow due to the major problems of interface

between OJJIDP guidelines for eligible referrals and the methods of operation of

the Cook County Juvenile Court. Often the clients who did meet the guidelines

had an extensive juvenile offense history characterized, for exam ple, by nineteen
station house adjustments for separate cffenses before the first adjudication,
several additional offenses before the second, and more for the third. There was
a procedure whereby the public defenders office would convince the prosecuting
attorney to drop charges that were "tried together"

one, perhaps the most serious of the group.,

at one hearing, except for

It was often difficult to get an adjudication for any but the most serious
offenses. Sometimes the offender was sent to the Department of Corrections
(DO(E) after one adjudication if the offense was serious enough. If it was a
property crime or other less serious offense, witnesses were much less likely to
see the case through to its actual conclusion. As a result, over half of all cases
that were remanded to juvenile court in the early years of New Pride were

dropped entirely or settled without a finding, according to published figures of
the Cook County Juvenile Court. '
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Because of the overall difficulties of getting a case to adjudication, and
attendant time delays (which could amount to ten months or more from the date
of the arrest) the number of eligible clients under OJJIDP guidelines requiring
three adjudications for placement in Project New Pride were relatively few.
This did not mean that there weren't many serious offenders in the city of
Chicage. But it did mean that it was a rare person who acquired three formal
adjudications without having already been sent to the Department of
Corrections. If they had been sent to the DOC, they were ineligible for New
Pride under the original guidelines. (Guidelines were amended in 1983 to admit

youth under reintegration provisions.)

The problem was compounded by the 1980 decision of the lllinois Supreme
Court to uphold the Habitual Offenders Act, despite dissenting briefs {iled by the
Juvenile Court Judges in Chicago. Under this Act, any child who had been
adjudicated three times was automatically labeled a Habitual Oifender and had
to be remanded to the DOC. The Act was upheld by a unanime7s decision of the

high court justices.

Because of these procedures of the Court, it was clear that when Chicago
New Pride began it would have a problem finding eligible clients. The proposal
preparer was not at fault, since a guideline consisting of only two adjudications
had been alledged in the solicitation for the action grants. Nevertheless, aiter
three months of start-up, from August through October, the intake at New Pride
had not exceeded 10 clients. This created problems for the staff, as well as for
the project administration. On the one hand, there was a problem keeping a
program running with more staff than clients and on the other, there was the
problern of justifying the existence of so many "highly paid professionals" that

were working with so few juveniles.

There was also the problem of explaining the criteria to the juvenile court
officials, both probation officers and judges. When many of these individuals
realized that CNP was asking for three-ti‘me adjudicated youngsters, they were
most reluctant to leave such juveniles in the community. It was their opinion
that-these juveniles should be sent to the Department of Corrections. As time
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went on, however, because of personnel changes in key political positions, a "get-
tough" policy with juveniles and juvenile delinquents was initiated. As a result,
many more cases were filed for court action. It eventually became easier to find
qualified youngsters. However, these juveniles on the whole had records that
were not as serious as the juveniles who had come into the program originally.

In February of 1981, a change was made by OJIDP in the criteria for
eligibility. After this happened, it became much easier to identify eligible
referrals. Problems in getting clients into the program still persisted, but not to
the extent they had previously. New guidelines operationalized in Chicago at
this time and for the remainder of the program stated that to be eligible for
CNP, a juvenile had to be:

l.  Between 14 and 17 years old,

2. Have at least one felony adjudication and two prior
judicial determinations of criminal involvement*
exclusive of murder and rape, and

3. Rgs@dg_in the City of Chicago within the guidelines for
eligibility established by the Justice Department.

Program Linkages, Impacts, and Related Concerns

Juvenile Justice System

The most important program linkage that CNP needed to establish was
with the Juvenile Court. The cooperation of the Juvenile Court was key to the
New Pride Project, since all the referrals of clients were to come through the
Juvenile Court.

At the outset CNP had been able to establish a very close rapport with the
Presiding Judge and with the Chief Probation Officer. Both of these court

At first this had been "adjudications. Later "adjudications" was
chapged. to "findings. This change considerably eased CNP's
difficulties in obtaining referrals from the courts.
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officials were enthusiastic about the idea of community-based treatment and
both saw the need for an alternative to incarceration and probation. They
willingly cooperated in providing CNP with the clients it was designed to serve.
As time went on, this positive relationship weakened slightly, although it always
remained good. Part of the problem was owing to the failure on the part of the
Director to maintain communications. The eligibility criteria had also caused
conflict. Additionally, because the court liaison functions ended up being part of
the responsibilities of the counseling supervisor, who was also the assistant
project director, they were not carried out with the kind of concentration, skill,

and tenacity which was needed in the situation. Ideally, this should have been a

full-time position.

In 1982, although referrals were accepted on a regular basis from the
court, communication with new probation officers was not aggressively pursued.
As a consequence, some of the referrals (about one out of five) were of youth
already on probation, such that participation in the pfogram could not be made a
special condition of the probation contract. This had the effect of making the

consequences of non-participation less clear to the youth involved.

Schools

The next major linkage other than the Juvenile Court which was essential
was with the Board of Education. In the original proposal an agreement was to
be pursued between the ‘Board of Education and BBF through CNP. The
agreement, which was implemented, allowed as many as two or three Board of
Education special education certified teachers to be assigned to Project New
Pride as a donation or in-kind service. Two of these teachers who remained with

CNP proved to be dedicated and effective.

The operation of the New Pride Alternative School was routed through a
bureaucratic system in such a way that all of the clients had their previous

academic records transferred to Farragut High School, a high school which was
on the West Side of Chicago and in the same district as Better Boys Foundation.
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:. 1: meant that all of the contact with the system went through this particular
ig school.‘ Farragut High School had a reputation for being "tough," and w
often closed for gang warfare problems. ’ B

‘ In addition to the problems of Farragut High School, the reputation of th
Chicago Publi.c School System as a viable alternative to parochial or privat:
:::::::11 :;as; quztehpoor. It doés not seem surprising, given the problems facing the

stem, that CNP had only lukewarm suppor i
public schools and the schoo] system generally. plio;:;eﬂ\;oi;nwt:fe t;:p:\zl::dentho‘f
reluctance on the part of those in the schoo] System to get behind CNP's Z;,f:r::s
and. provide needed Support could be traced in some part to feelin :
.terntorijlity and fear of possibly being made to look bad. How would it 15 Sk o’f
juveniles in the Alternative Schoo] which was using school system material ; 1d
teachers outperformed juveniles of similar ages within the regujar shan
system? How would it look if CNP succeeded where the schoolgs e
R ystem had

Despite obstacles such as these there were some positive connection
betwee.n the Board of Education and CNP. Some Board‘ of Education personne?
made xt. & point to promote the project both within the Board and in the
community. Some doors were thereby opened to CNP which made it possible fo
CNP clients to participate in such things as field trips and special educati r
events which took place in and around the city. a

Youth Serving Agencies

| CNP wa.s not successful in establishingkmany linkages with various youth-
Serving agencies. A case in point was Jobs for Youth, which was located on th
second floor of the same building as CNP. Jobs for Youth was a not-for-pr f'e
agency that assisted teenagers in obtaining employment. Initially it \;Pm .
provide for the employment counseling and placement needs of CNP clients as’I'l;Co
natur.e of the services which were to be provided by this organizatior.l .
described in the Employment Component section abo.ve. As al e
this plan was never implemented. et here

S-111

O L
RERIE R L 2 e e




U

L o SR A R i 755

R A it s i ) i+ ek b e ok iAot 0n 458 <6 fabe b e

AWk ot bae Ao B R TS SR Lo

A few linkages, however, were made. One youth-serving agency with
which CNP was able to work was the Plano Institute, which was designed to
provide optometry services for low-income families, particularly black families
on the South Side of Chicago. In addition, an informal agreement was worked
out with the Youth Guidance Network to assist clients (if possible) with their

reentry to public school. This effort was not markedly successful.

CNP's linkage with BBF was problematic and was, in fact, never stroug.
For example, when performances or programs were held at BBF, participants
from CNP seldom had an opportunity to see them or participate, and vice versa.
This had a great deal to do with the leadership of BBF and the leadership of
CNP. Oddly enough, the Executive Vice President of BBF never offered CNP the
kind of assistance it so needed to deal with programmatic matters and problems.
In his meetings with the CNP director, he seemed to concern himself culy with
personnel matters and not with the more critical issues affecting the success or
failure of CNP. This was apparently due, at least in part, to th= overwhelming
problems he faced in this role with the parent agency.

The fact BBF chose tc have a downtown location for its New Pride site,
while maintaining its principal offices and operation elsewhere meant ‘that in
fact two programs were operating simultaneously under the name of the Better
Boys Foundation. The Project Director had been hired from outside the agency
and did not have adequate influence within it. The staff that became part of the
New Pride Program never felt that they were part of the Better Boys
Foundation, and the Better Boys Foundation, located on the West Side, never felt
that the New Pride staff were part, "of anything more than a small, overpaid,

aloof group that worked in the Loop."

Institutionalization
The original strategy for institutionalization of CNP was an ambitious one.

It involved seeking separate financial and in-kind support for the various
components of the project from a variety of sources. This primarily involved
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seeking funding from Sources where there existed a precedent for involvement in
any of the key activities related to management and service delivery. Efforts ;t
implementing this strategy were to be undertaken in collaboration with the BBF
Development Office. The Project Director for CNP Was to maintain and develo

the institutional relationships necessary to ensure the continued functioning olf)

the preject after federal funding ceased. The actual efforts of the Project

Dire institutj i
ctor to institutionalize the program were, according to two harsh critics
b

me . - .
agre and ineffectual. It s Instructive to note that early on the Project

erector had stated her beljef in an interview that fund raising and
Institutionalization were BBE's responsibilities and not CNP's. She in fact stated
t .' . ' ¥4

hat she "would not want to do anything that (would) be in confljct with (BBF)."

A close observer commented that the political climate of the Better Boys
.Founda.xtion at the time of the project's implementation doomed it from its
Inception. The proposal writer and the BBF Executive Director were at odds and
at various times they continued their battle, using the vehicle of New Pride as
the' n.1eans. In the last year of CNP, the prime mover returned to take over the
position of the Executjve Director. By this time, it was too late for him to do
much to save the Project. New Pride staff made last minute efforts to obtain

funding from Illinois Title XX allocations and from the McCormick Foundation
but were not successful. ’

Strengths and Weakniesses
Strengths of this project included the following:

l. The educational and ¢ :
! ounselin
and effective. § Components were strong

3. The program evaluati i
ation function seemed to be carri
' . ri
in a particularly useful manner. ed out
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Summation

RSN

The establishment of the Program in Chicago, despite an enormous need in
i the city for the New Pride alternative, was seen by senior administrative staff as

4.  The project did provide a meaningful alternative to
incarceration in spite of the fact that its full potential

failed to be realised.

SENCRRIN i

: tenuous. The i i j
f ) BB.F board basically ignored the project once it was set up in its
neutral Joop territory. It was the first BBF program that had 1) a city-wide
| ; focus (other programs are on the West Side) and 2) a focus on serious juvenile
| offenders (o | ily” i
i (other Programs are more family and prevention-centered). [t was
seen i
betueen BBE and CNP siood i the way of ound program ! as an oddity by some members of the board and as unreasonably expensive

e o anstitutionalization, with prospect , | to operate by others. The CNP Director had no previously established credibility
' with BBF, so despite her arguments, the project was never taken seriously as a

Several major weaknesses were evident. These included the following:

l.  Organizational and political conflict within BBF and
between BBF and CNP stood in the way of sound program

2o The Project Director did not believe it was her
responsibility to see that the project was institu- » "cause" that should be adopted. Because C . .
tionalized. : convince the B ; New Pride in Chicago failed to

’ € BBF Board of Directors of its value, it was unable to engender the

3. The overall effectiveness of the Project Director was aggressive support necessary to in instituti :

. sure the j i : .
called into question early on. An early and consistent ' non-Federal funds ’ nettutionalization of the project with

indication was low staff morale. The Director was unahle
to implement the full New Pride model, in particular, the
employment component and LD Center. : \
ploy P In summing up the project generally, the evaluator assessed the results of

4 The eligibility criteria to which the project had to adhere, CNP in the following way:

particularly during the first year of the project, made

getting adequate numbers of clients extremely difficult.
were not; some juveniles who c ' ’

juvenile offenders and while their attempts were laudable help were not helped at alls andOSL:)lriehE}::e;iel:ewid some

considering their lack of experience, they would likely- | not helped as fully as they rr;ight have b)een werse zosagmir:

have benefited from continuing in-service training aimed h treated and somehow educated. In no way, however, did
) 3

at helping equip them better. : the project 4 : . . .
ping equip | reachpe d.’" reach the potential which jt might have

5. The staff did not seem well suited %o dealing with serious

Ways in Which CNP Differed From the Model

The project as established in Chicago was substantially different from the
New Pride model. The initial attempt to subcentract the employment 1
component was a case in point. That this component, along with the diagnostic '

and Learning Disabilities remediation components were never effectively
implemented, are others. Another difference from the model lay in the'fact that
pre-GED training was given no attention to speak of within CNP. The teaching
staff seemed to reason that the clients were not qualified to take the GED exam
if they did prepare, given that they were too young to meet the'test's eligibility

requirements. This view did not seem to be shared by other sites. . 5-115

S-114

e T e T . R ey 75 g 6 g
o T I e S et
e s it sy o e e T

IR Rt I PRI - . - T
e IRRSIERITETIT I T

_ &




VSNV EIVESPSMIINIEISE S5

e Wi aa kim0 RS s

JETS IR A OEIP DRI NP M i s abois BT L
‘ e

8
. .

FRESNO NEW PRIDE

In March, 1980, the Fresno County Economic Opportunities Com‘mission
(EOC) received a two year grant from the Office of Juvenile :{usn'ce and
Delinquency Prevention totaling $825,640 for the purpose of replicating the
Denver New Pride model in Fresno. Fresno New Pride (FNP) was one of the four
sites to survive through the fourth year of federal support and one of three to
continue to operate on local support. Through April of 1984 supplemfental funds
were granted by the California Offices of Criminal Justice Planning and of

Economic Opportunities. Since that time other funding sources have also been

enlisted.

General Status of Local Juvenile Justice System Efforts

In the time period from 1973-77, a few years prior to the time fhat EOC
submitted its proposal, total active probation case loads in Fresno had mcreasoe/d
dramatically. While California's total active case loads had dropp'ed. 35 %0,
Fresno's had grown by 58.2%. Serious juvenile offenses had been a sxémhcant
contributory factor in this increase. The District Attorney filings of de.hnquency
petitions increased from 1,753 for fiscal year 1976-77 to 2,106 for fiscal year
1977-78, an increase of 21% with indications reported in the EOC pro.posal. that
this would increase 26% during 1978-79. This increase was occurring in spite of

the fact that the population in the age group 15-19 had been decreasing

proportionately.

Adjudicatery Process Prior to the Time the Grant was Awarded

When a juvenile was confronted by law enforcement officers for an alleged
offense, the officers had several choices of procedure. The officer could (1)
release the minor, or (2) prepare a written notice for the minor to appear bef.ore
a probation officer at a time and place specified in the notice, or (3) the officer
could deliver the minor, in custody, to juvenile hall without unnecessary delay.
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If the minor was delivered to the juvenile hall, a crime report was to be

forwarded to the juvenile's probation officer for review and processing.

The Probation Department, after reviewing the case, had two options. The
minor could be put on informal probation or the probation department could

refer the crime reports to the District Attorney's Office along with 2 reques
that a petition be filed on the minor. ‘

The District Attornéy's Office filed the petition if there appeared to be
legal sufficiency of the charges. If the minor was detained, the petition had to
be filed within forty-eight (48) hours and a detention hearing held the next day if
the alleged offense was a felony. If the alleged offense was a misdemeanor, the
petition had to be filed and the detention hearing held within 48 hours. If the

minor was not in custody, an arraignment hearing would be scheduled after the
petition was filed.

At the detention/arraignment hearing the minor was to be advised of the
charges, and of his rights to counsel; the issue of the minor's placement pending
any further hearings‘ was to be decided; and a confirmation hearing was to be
scheduled within five (5) court days. The purpose of that hearing was to decide

if the case would be going to court and how long the case would take to
adjudicate. '

At the jurisdictional/adjudication hearing, a judge or court-appointed
referee would determine whether the petition was true or untrue. At this stage
of the proceedings, the minor specifically was entitied to all the rights and
privileges of any criminal defendant. If the petition was found untrue, the case
would be dismissed. If the petition was found to be true, a disposition hearing
would be scheduled. The minor and/or his parents would then have the right to a

.rehearing, or if denied a rehearing, an appeal of the court's decision.

At the dispositional hearing, the probation department was to submit a
social report to the court. The court was also to consider any other relevant

information from the minor, the minor's attorney, the minor's parents and the
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District Attorney. The court would then make dispositional orders based on all
the information received. The minor and/or his parents would have the right to a

rehearing, or if a rehearing were denied, an appeal of the court's dispositicnal

orders.

All court orders were subject to review and modification based upon
changed circumstances. At each of those hearings the minor was entitled to

counsel and all procedural rights of due process.

Services Available Prior to New Pride

Prior to FNP's involvement in the Fresno community, the continuum of
services for youth offenders was not extensive. Community programs designed
to serve youth offenders focused more on those categorized as "at risk" (-)f
entering the justice system, rather than on those already involved. Two dl.'op-m
centers were in operation, and although staffed by n"counselors", the przf'nary
purpose of the centers was to provide recreational opportunities for youth in an

attempt to keep them off the streets. There were also two residential programs

for status offenders.

On the other end of the continuum, the county operates the C. K.
Wakefield School for Boys, a long-term detention facility for Fresno County
court-committed youth. The Probation Department operates the STAR progranrl,
an educational program which intensively monitors school attendance fn
conjunction with weekly court scheduled school reviews. However, nowhere. did
a program exist as comprehensive as New Pride. If a youth was not a semo.us
offender, there were drop-in centers for him to attend. If he was a chronic,
serious offender he was incarcerated. Everyone in between was simply an

probation and assigned to a field Probation Officer for supervision.
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Acquisition of the New Pride Grant

The Chairman of the Criminology Department at California State
University - Fresno first heard of the proposed New Pride Replication and
contacted the District Attorney. This was in August, 1979, and the proposal was
due in September. Much groundwork had to be laid to meet the September
deadline. It was decided that, if interested, the Fresno County Economic
Opportunities Commission (EOC) was the most appropriate agency to manage

New Pride. Their experience with youth offenders included the operation of a
home for status offenders.

The EOC proposal to replicate the New Pride model in Fresno provided a
means of increasing the dispositional options available to the Juvenile Court.
The prospect of having additional options available seemed welcomed. The
Presiding Juvenile Court Judge in 1979 is quoted in EOC's proposal as stating
that "it is crucial (that) the (juvenile court) have alternative rehabilitative
measures available for disposition for serious offenders." She stated her
readiness "to refer adjudicated minors who (had) a history of serious offenses (to
the proposed program)." Similar pledges from other components of the juvenile
justice system were gathered in support of the proposal.

The Executive Director of EOC felt that New Pride would be an
appropriate project to operate under this agency, and assigned the task of
developing the proposal to the Deputy Director of Special Projects. This

individual remained intimately involved for the majority of the first year, and
less actively to date.

The four key individuals responsible for the development of the proposal
included the EQOC Deputy Director, the District Attorney, the Chairman of the
Criminology Department at California State University-Fresno and the Chief

Probation Officer. Strong outside support was provided by the Juvenile Court
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Judge who was, herself, personally sympathetic to alternatives to incarceration
and took responsibility for gathering much of the statistical data needed for the

proposal.

The Parent Agency

The Fresno County EQOC was created in 1965 as one of the Community
Action agencies - to combat the War on Poverty. It is a not-for-profit
community-based agency governed by an elected Board of Directors. At the
time the New Pride proposal was submitted, EOC had a 15 year performance
record of human service delivery with an annual operating budget of $10 million.

The parent agency's mandate was to assist low income residents of Fresno

County to become self sufficient. Some of EOC's major programs had included
Head Start Pre-School, meals to seniors, family planning, minor home repair and
weatherization, summer youth employment and the DSO (status offender) home.

Project Facility

As soon as the grant was awarded, attention turned to locating a suitable
facility. One was found which was part of a small office complex across town
from EOC. It had individual offices, a kitchen, a small recreation room and an
upstairs area censisting of three larger rooms which were to house the school. It
was located just north of the downtown business district in an area which was
culturally diverse and "neutral territory" with respect to the youth the program

would be serving.

Program Design, Administration and Staffing

In the administration of the grant, Fresno County EOC assumed

responsibility for bookkeeping, payroll, and related fiscal procedures, and
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assigned the Deputy Director to oversee the implementation of the project. The
Deputy Director also took responsibility for procuring all needed office
equipment and supplies.

Staffing

The first staff position filled was that of the Evaluator. This position was
filled immediately prior to the PIRE training session held in May, 1980. In June,
the EOC Personne] Cdmmittee approved the hiring of the Project Director,
Educational Coordinator, and Counseling Supervisor. These key individuals were
responsible for much of the early preparation and organization of the office. A
considerable amount of their time was spent reviewing the replication manuals
from Denver and Preparing materials which would be used to train new staff.

Though notification of the grant award was received in March, 1980, the
target date for acceptance of the first youth into the program was August.
Unlike other agencies that were already functioning entities, FNP started
literally from scratch, and needed the first few months to set up a physical
operatjon, Therefore, the remainder of the staff began in late July or early
August, and included four Counselors, an Employment Coordinator, a
Volunteer/School Reintegration Coordinator and a Remedial Education
Instructor.

The project planned to accept youth on a continuous admission basis, rather
than by cohorts, and planned to serve 75 youth during the first year of operation.
It was anticipated that all youth would be enrolled in the Alternative School,
which would operate for three hours, Monday through Thursday mornings.
Although no formal academic work was scheduled on Friday, youth were required
to attend structured recreational activities.

Rather than hire a psychometrist as the original mode] indicated, it was
decided that while the client census was low at the beginning of the program, the
testing responsibility would rest with the Educationa] Coordinator. She also
supervised two instructors and had classroom responsibilities as well,
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The only other deviation from the suggested initial staffing pattern
included the positions of Data Coder and Speech and Language Instructor. These
positions were not deemed essential in the program's early stages, and the

positions were never {filled.

The Advisory Board

The first Advisory Board meeting was held in August, 1980. Members
attending the first meeting included some powerful comrunity leaders: t.he
District Attorney, the D.A.'s Administrative Assistant, the Director of Juvenile
Probation, the Director of C. K. Wakefield School, the Chairman of the Fresno
State Criminology Department, the past and present Juvenile Court J u'dges, the
Chairman of the Juvenile Justice Commission, as well as representatives from
the Police Department, the school district and the community as a whole. Many
of these indivicuals had been involved since the project's inception and had a

vested interest in seeing that the program was off to a successful start.

Meetings éﬁ the Advisory Board were held monthly and members of the
Board participated actively on working committees. Standing committees of the
Board focussed on the following: Public Relations, Youth Advocacy, Program

Review, and Membership.

Program Implementation

During the start-up phase, several changes took place. . The Project
Director quit in July, barely one month into the job. Her resignation stated that
her decision was "based on (her) opinion that the project could not succeed." Her
decision also may have been influenced by some actions on the part of the
Counseling Supervisor. He was frustrated with the typical start-up problems,
particularly the seemingly cumbersome hiring procedure followed by EOC: The
first four staff hired were white anglo, and there reportedly had be.en some
comments by the EOC Board concerning the ethnicity of the staff given the
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population of youth to be served. The Counseling Supervisor felt the EOC Board
had begun to take steps to counter this perceived inequity by engaging in some
"behind the scenes" manuevering to try to change the professional qualifications
for the jobs, if need be, and in effect, to help ensure the hiring of minority
candidates. Although there was no hard evidence that this kind of intervention
was taking place, he took it upon himself to tell the District Attorney what he
thought was happening. The DA, having been involved and supportive of the
program from the beginning, apprised EOC staff of the situation. As a result,
the Counseling Supervisor was dismissed for not having followed the proper
channels in expressing his concerns. He stated he had followed procedures and
had permission from his supervisor (the Director). The Director denijed giving
permission for him to 80 to the DA, but nonetheless resigned simultaneously.

These events occurred so early in the life of FNP that they had litiie or no
impact on the program othgr than to delay by perhaps a few weeks the intake of
the first client. A new Project Director was chosen, the next ranking candidate
from the original round of interviews. This Project Director was with the
project close to a year. More will be said concerning the problems he faced and
his operating style shortly. The third Project Director's accomplishments in the
third and fourth years of the project will also be discussed below. As of August
17, 1984 the third Director resigned and the person in EOC who had served as the

primary link between EOC and the project had assumed the role of Acting
Director.

Eligibility Criteria and the Referral Process

Participants in the program had to be between the ages of 14 to 17 years
old residing in the target area defined by the boundarjes of the Fresno Unified
School District. They had to be under court supervision for a serious offense,
with records of at least two prior adjudicated offenses for serious misdemeanors
and/or felonies (i.e. robbery, burglary, or assault) withinwthe past twenty-four

months and who would otherwise be confined in correctional institutions or
placed on probation.
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Youth who were identified as meeting the eligibility criteria were referred
to the project by the Juvenile Courts, Probation Office, and/or the DA. The
Presiding Juvenile Court Judge, Chief Probation Officer, and District Attorney
had all emphatically indicated their willingness to make referrals to the project
at the time the proposal was prepared and made good on their commitment,
although some of their staffs or associates were not always as committed.

The first youth was referred to the program in August, 1980. Despite in-
service sessions given by FNP staff to the Probation Department, referrals were

slow in coming. As might have been expected, some PO's adopted a "wait and

see" attitude before making referrals. Others had youth on their caseloads on

whom all options had been tried except for FNP. Although not overtly stated, it
was as though FNP were being given a real "trial by fire" test, in that some of
the toughest juvenile offenders in the community were referred. Their PO's
considered them to be hopeless candidates for rehabilitation. Most were

subsequently rearrested after they had become FNP clients.

This raised the question of which youth were appropriate candidates for
FNP. There was no problem finding youth who met the OJJIDP criteria.
However, some felt, particularly the DA in the Juvenile Division, that FNP was
not the appropriate place for some of the most serious offenders. His experience
with these youth led him to feel that there could be great differences between
two prospective juveniles referred on the same offense. Differences in family
backgrounds, criminal histories, etc., could influence the likelihood of success in
the program. His concern resulted in the creation of a screening committee

made up of representatives from FNP, the Probation Department, and the DA's .

office.

As the criteria for acceptance was known to all, no youth was referred to
the screening committee unless the OJIDP criteria were met. The “screening
committee mambers added their personal knowledge about the youth and were
able to assist the FNP representative in becoming better acquainted with the
case prior to intake. Even though this additional screening was done, it did not

become a "creaming" process; all youth were serious offenders and, in fact, the
g8 P 3

committee rejected very few youth.

S-124

A haa Gt Al et

TR e e st il st L L E
. R

. Qut of these meetings a screening form was developed which is still
1nclf1ded in the PO's recommendation to the court. It states the reason why the
PO is .recommending FNP and whether or not the youth has been accepted by the
c'ommn:tee. It also states whether the recommendation includes any detention
time to be served. As all youth referred to FNP were serious offenders, there
was general agreement that there should be some time served in deten‘:ion at
Juvenile Hall prior to program intake. This detention usually lasted for 10-15
days, but could sometimes last as long as 30-days. ]

There wgs another turn of events which influenced early referrals. Judge
Hansen'was on the bench when the New Pride RFP came out. She was very
supp.ox:tzve of programs which were alternatives to incarceration and had
participated significantly in the writing of the proposal. Shortly, after it
submission she moved to the Fifth District Court of Appeals, and by the time th:
grant was awarded a new Juvenile Court Judge was named. In August, after just
a few months on the bench, the new juvenile judge had a fatal heart ,attack A
temporary judge was appointed until a permanent judge was named in Janu;ry
1981. Each judge was receptive and supportive of the program; however, the’

fa i i
act remains that there were four different judges, three within the first five
months of the program.

Probiems in Meeting the Diagnostic Assessment Requirements

o When referrals began to pick up in November, it bzcame increasin 1
difficult to keep on top of Denver's diagnostic requirements. The Educatiofa)l,
Coordinator was doing academic testing on Saturday mornings and the
psychological testing had been contracted to a county school psychologist. A
clinical psychologist who had recently completed her doctoral program wai hi;ed

to do all testing and su i
pervise the counseling component i
compri
counselors. pries ot tour

As had been spelled out in the proposal, a somewhat more thorough
procedure was to have been followed. An interdisciplinary team, working closely
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together, was to have assessed each participant. The team‘ was to have been
comprised of the Education Coordinator, the Psychometrist, a Remedial
Education Teacher, and a Counselor. Each project participant was to receive a
battery of tests at intake and if the initial testing and screening indicated
learning problems, further tests were to be administered to assess learning

disabilities.

Other Issues and Concerns which Emerged as the Program Developed

Around the end of 1980 and the beginning of 1981, a great deal of staff
time was being used in the formulation of policies and procedures which followed
the Denver New Pride model. It was the view of some FNP administrators that
the written replication materials in some areas did not answer all the specific
questions about replication components, in particular, the materials on the
volunteer and employment components. FNP sought assistance from the Denver
program, but did not feel that they received the assistance they needed. The
consensus of the staff was that in spite of the fact that the Denver model of
service delivery provided a good conceptual framework, many of the specific
procedures needed to implement the model fully were lacking. Therefore, it was
up to the staff to formulate specific policies in their areas. As a result, a very
specific, detailed policy and procedures manual was developed.

The most tenuous time in the evolution of the Fresno program cé.me early
in 1981. It was a period of confusion and conflict. As mentioned above, many of
the policies and procedures were in the process of being developed or revised.
The program was barely underway and it seemed as if new situations were arising
daily which had never before been addressed. Several of the youth had been
rearrested and terminated. Not only had the program been around long enough
to "catch the eye" of those in the justice field, but as a result of that exposure,
it also seemed that everyone' had an opinion on how the program shouid operate.
The Director felt "there was a problem with the program being so complicated."
He said he "felt like a fireman" and that it had taken ten years before the
original program evolved into the model while at the same time, FNP
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had been i i
€n In operation for less than one year. He felt that OJJDP had unrealistic

ex . .
pectations concerning what could be accomplished in such a shor

e t period of

-

how a situation should be resolved as there were str€f The
13 3 3 ] ‘-c
licensed clinical social worker,

Director was a
s . » and his training led him %o administer more like a

Pist, often calling staff together to reach agreement on issues
with a similar orientation were comiortable with the

Those staff
"management b "
e abl Y consensus

PP s but others wanted a strong administrator who was willing to make the

almod 4 1 S m as

While some of these problems can be
administrative style,

linked to the Project Director's

he felt he was being hampered by tight controls exercised

by hi o .
y nis EOC monitor. The Director described New Pride as being administratively

tied v i i

) t:ry closely to EOC. In discussing his constant mediations with his staff, he
sa

i ese had been made harder because his authority was being diluted ,H
reported he had less and less responsibility. T

. :y the summer of 1981, several changes were made that would'later be
viewed as criti i idi
e Critical in providing the program with the stability it needed to
rvive, i i
Ive. Qut of frustration, the Director left and took a positien as Director of
a

sm i it
all residentixl adolescent mental health program. Also two counselor
s

Off'c i Y
icer for CYA and one tO Work in Construction.) Shortl after that another
b

counse ismi i
e lor was dismissed, leaving three counselor positions. The Educational
oor . . . 3 )
m:tor had moved into the position of Acting Director in June 1981, and
was su i ’
sequently appointed to the position permanently. The Remedial

Educati
! tion Instructor was promoted to Educational Coordinator and a new
Instructor was hired for the classroom.
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There was also a change in the Probation Officer assigned. to the program
by the Department. Early on it was decided that the Probation I.)epartrtnerl\:
would assign' a PO whose caseload would include only FNP you.th. This PO c\:m: )
spend considerable time at the project with those youth. .The idea was goo ,b ut
the individual assigned that responsibility was not parnculaljly enthused abou
the job. He had been with the Department for some time, and, ask- :ne':'
administrator put it, "had been in the system too long and was sour on (t.he) i i
After a while, he rarely spent time at the project. A new PO was appointed who
had volunteered for the job. He wanted the youth to succeed in the program but

was also quite serious about his responsibility as a PO.

In an attempt to respond to earlier concerns about holding youth
accountable, an agreement was made with the Probation Department and the
Juvenile Court Judge. FNP staff were committed to holding youth accountablte,
but were limited in their ability to do so (i.e., they could not place a youth ufx
custody). Staff feit that one of the problems was that. there were a num:erfor
disruptive (though not necessarily illegal) acts commn:tt':d by the youths fo
which there were no consequences. They felt it was important to‘be very
consistent in applying consequences if behavior was to be al'cef'edt For mstancf:e,
coming to the project drunk or on drugs was not allowecjl, bujc it did happer;. t.Io’:a
juvenile engaged in such behavior, he was at least in violation of his prc:J a;h;c;
A good deal of time had to pass, however, in order for new charges to be fi

and a court appearance scheduled and held.

Because these constraints made it difficult to take effective and timely
action, it was decided that for all youth committed to FNP,. the» judgc.a would also
order thirty days of stayed time. If the youth was in violation of project rule.s or
other court-ordered rulings, the PO and the staff could agree cn tht:.- appropriate
amount of time to be served as a consequence. Even if the youth‘dxd ?, few c:.lays
or a weekend in custody, it was an effective means of imposing 1mmed1balte
consequences, and the first step in holding program youth more accourfm;a :.
This arrangement was particularly agreeable to the second PO and the staff. .:
a result, the word spread among the youth that FNP was "a tough program to ge

through."
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Another practice developed about the same time was that of having

monthly reviews on all active clients. The counseler, the youth and his parents,

and the FO had a scheduied time each month to review each client's progress. If

the school or employment staff needed to provide specific inp
participated. The Evaluator developed a com

ut, they also

puter-generated staffing schedule
and a rhonthly progress report which provided the needed structure for the

monthly staffing. - These MIS documents proved crucial in helping staff to
remember which of 50 youth needed to be staffed. The program began to evolve

around the staffing and monitoring of goals and objectives and the question of

holding yotith accountable was no longer an issue. The youth in the project were

now in a much more structured environment than any youth under the caseload

of the typical field supervisor, and certainly a more structured environment than
most of their families provided.

Much of 1982 was a time of new cohesiveness for FNP. Conilict was

- minimal and there was a strong sense of direction. The results were seen also in

fewer cases of client rearrests or being AWOL. (Of the 15 youth AWOL after
four years, 13 left during the first year of the program).

However, in the Spring of 1982, just as things seemed to be jelling, the
program was facing a third year of funding at a reduced level and the positions
of Employment Coordinator and Recreation Coordinator (a position which will be
(discussed later) had to be eliminated. The Psychologist moved out of town to
begin a private practice and the Volunteer Coordinator married and also moved
from the area. These positions were not filled. The program

was now operating
with a staff of eight individuals:

the Director, Evaluator, Educational
Coordinator, three Counselors, one instructor (although a second instructor

continued to be provided by the school district), and a secretary. The Evaluator,
as had been the case all along, assumed all Data Coder functions. The
Educational Coordinator assumed the responsibility for school reintegration and
supervising program volunteers, previously a separate position. The counselors
did what they could to assist youth in becoming employed and all staff took turns
supervising youth activities. In order to keep the program going, these kinds of
cuts had to be made, but probably were only poss‘ible due to the dedication of the
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particular staff employed at the time. Those individuals close to the project felt
that the same quality program could only be maintained wi.th existing staff

assurmning additional responsibilities.

Another central area of concern which gained increased import.ance dur'fng
years three and four of the project was th.at of maintaining effec‘fu're working
relationships with those eiements in the community which wer? critical to the
success of the project - sound linkages with the juvenile justice system, the

school system, and with other key youth serving agencies.

The soundness of such linkages was in turn directly impacting another area
of ongoing concern - that of institutionalization of the project. Both of these

topics are discussed more fully below. Prior to their discussion, however, the

key components of the project will be more fully elaborated.

Key Program Components#*

Counseling/Intensive Supervision Component

The amount of intensive supervision provided was individualized to a'llow
‘sufficient freedom to teach the youth to make respon.?il?le and socially
appropriate choices regarding free time and to provide sufficient str'uc':tur: ‘::
limit opportunities for further delinquent behavior. The close‘ supervision he
the youth accountable for attending school and counseling sessions. Rules wer.e
clearly defined, and infractions were to bring immediate consec.luences. ’?ns
type of structure was designed to help the juvenile develop the skills 1.jo t;lunc ::Z
adequately in society and learn to deal with his real world rather than

restricted one within the confines of a correctional institution.

| i i i the February 1984
i sections which follow draw heavily upon :
Y E:;;;:ngfofhfahguvenile Services Committee of the Fresno County Juvenile

Justice Commission. :
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When mental health therapy was court-ordered, Fresno County Health
Department provided a therapist who was a psychiatric social worker. The
therapist provided individual counseling as needed and group sessions with
families monthly, as well as monthly group sessions with the youth. Each client
also met regularly, daily when first accepted, and no less than weekly by the
time of terminatioii, with his or her counselor for an hour-long individual
counseling session. Youth were held accountable for keeping appointments, both
with their counselor and with the therapist. They were helped to look at their

problems in a total way, involving family and community, and they were heiped
to recognize their responsibilities. '

Many of the families of the youth in the project were dysfunctional and
difficult to deal with, but FNP had some success in getting the families involved,
giving them the assistance they needed, and helping to build family relationships.

When questions concerning intensive supervision efforts arose early in
1981, there were some feelings of concern over the amount of supervision given
the youth in the project. Although youth were required to be at FNP daily, there
was the feeling that, given the seriousness of their past criminal involvement,
they were not being held sufficiently accountable for their time. It was argued
that FNP was an alternative to incarceration, and if incarcerated, these youth
would have 24-hour supervision. Despite the Director's attempts to rejterate
that FNP was not a 24-hou‘r facility, the concern persisted among a few people.
In an attempt to respond, the Director assigned the counseling component to
longer working hours. Two would work from 8:30 to 5:00 p.m. and two from
11:30 to 8:00 p.m. This allowed for late afternoon and early evening activities.
There were a number of problems with this plan, not the least of which was that
there was no public transportation after 6:30 p.m. and any youth at Pride had to
be transported home. As a result, counselors would sometimes not get home
until 10:00 p.m. In an attempt to relieve them, a recreation coordinator was
hired. This constituted the first major departure from the Denver model. She
worked in the afternoon, early evenings, and weekends and provided structured

activities for the increasing FNP population and transportation to and from
activities. )
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The Educational Component

The Educational Component included credentialed instructors and learning
disability and remediation specialists who made some attempt to assess each
youth's level of educational attainment. Although most youth who participated
in the project were seriously deficient academically, FNP adopted a policy that
any student capable of functioning in the public school environment should stay
in public school. The program provided these youth with whatever support they
needed to remain in the public school, such as intensive supervision, counseling,

and often tutoring, as well as other program services. Their attendance was

monitored regularly.

Many of the clients were unable to function successfully in public school
when they entered the New Pride program. As of early 1984, some 4] percent of
all clients had either dropped out of school or been expelled at the time of
intake. Some of them had not been attending classes for as long as two years
prior to entry. These youth attended the program’'s Alternative School.
Altogether, 57.6 percent of all clients in Fresno participated in the New Pride

-Alternative School.

Fresno's educational component appears to have been quite successful.
Standardized tests administered at intake and again at the end of the intensive
phase show that clients, in a ¢ month period, demonstrated an average increase
in mathematics skills of .7 years and in reading skills of .3 years. The number
of days present in school increased from fifty-five percent prior to FNP to
seventy-two percent during participation in the program. The number of
unexcused absences decreased by forty-three percent.

The Fresno Unified School District counselors who were interviewed by the
Juvenile Services Committee of the Fresno County Juvenile Justice Commission
were reportedly very positive in their praise of the project. They stated that
their initial response when first informed of FNP had been less than enthusiastic
for “another program". After becoming knowledgeable about FNP by having
some of their students in the program, they praised the excellent support and
follow-through provided even after a youth had left the program.
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The public school counselors were also impressed by the project staff whom
they felt never seemed to give up on a student. They were impressed by the
genuine caring attitude of the staff and the spirit of cooperation that existed
between the school and the staff of the Project. They were also impressed by
the academic progress of the participants.

Work Experience/ Vocational Training Component

and planning.  Under grants from the Fresno Employment and 'Training
Commission CETA-funded Summer Youth Employment Project, FNP had placed
all active youth over the age of thirteen in paid work experience for most of the
summer. Older participants whose academic histories indicated little chance of
Successful graduation from high school, and especially those youth who lacked
academic motivation, were encouraged to enroll in vocational courses, to study
for the Californja High School Proficiency Exam, and/or to seek full-time
employment. Youth were assisted in their job~finding ventures by their FNP
Counselors, EOC's Youth Manpower Services and the State ‘Employment
Development Department's Youth Employment Opportunities.

District's Career Vocationa] Center. Placements were made in some of the

following kinds of classes: rough carpentry, finished carpentry, auto technician,

welding, landscaping, and auto upholstery.

While jobs in private industry were more difficult to locate, some
placements had been found. These included restaurant work, construction work,
and car washing.

All youth enrolled in FNP during the summer participated in a paid work
In 1983 the youth had
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the Fresno Housing Authority. In 1984 the Private Industry Council awarded 40
youth employment positions to FNP to clean vacant land areas and buildings.

Through early 1984, 135 youth (60%) had been employed in a total of 196
jobs (some youth having more than one job experience). Most jobs were of the
work experience or trainee type and paid minimum wage. The average amount
of time spent on the job was 9 weeks. Given the difficulty of employing these
youth, the 60% employment rate was considered above average. Youth
employment was nonetheless one of the most challenging aspects of the program.

During the fourth year of the project, FNP hired an Employment and
Training Coordinator through a special grant awarded by the State OEO to
promote training and to find the most appropriate training placements in the

community.

The emphasis given to this component seemed key to the success the
program enjoyed into August of 1984. While on the one hand job placement was
felt to be extremely important in helping k=ep youth from further delinquency,
employment also afforded opportunities to the youth to take responsibility for
paying rastitution to victims. As of 1984 all of the youth receiving court orders
to pay restitution had paid in full, or were paying on schedule while enrolled in
FNP.

MIS and Program Evaluation Component

The New Pride model to be replicated featured a strong computerized
management information system and an evaluation component staffed by a fuil-
time evaluator and a full-time data coder. In Fresno the evaluator was not oniy
extraordinarily capable and productive, but also remained in her position for all
four years. Although working without the assistance of a data coder,
information provided by the MIS was highly instrumental in getting the Fresno
project financially supported by city, county, state, and private institutions. In a
presentation to County Supervisors, the Juvenile Court Judge quoted statistics

from the most recent annual report to augment his plea for funds.
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At the Fresno site, in contrast to other replication sites, the computerized
MIS was used to its fullest extent as a management tool. In Fresno all records
were computerized and analyzed for management as well as for local evaluation
purposes, including individualized service plans, treatment objectives and their
regular updates, and the myriad of services delivered. School and employment
progress reports were submitted on a regular basis. Periodically, the evaluator
would produce comprehensive research reports on client impact, including
recidivism. The eva!uator also produced extremely thorough annual reports.

Unlike other sites, Fresno's MIS efforts emphasized both management and
evaluation objectives. This dual emphasis served the project especially well.
The management orientation of MIS efforts enabled the project to take a

proactive rather than a reactive approach to shaping and reformulating.

individual treatment service plans and objectives. The evaluation orientatjon not
only enabled the project to meet and effectively surpass the requirements of the
National Evaluation Project, but it served the immediate practical purpose of

assisting the project in enlisting the support and funding assistance so vital to its
continuation and institutionalization.

Comparison Gr‘oup Data

As regards the National Evaluation Project's requirement for a comparison
group, such a group was identified. The group was comprised of youtﬁ‘who were
similar in age, ethnicity and criminal sophistication to FNP youth, but who never
received services from the program. Youth chosen as comparison group subjects
were youth who were not incarcerated at the time, but were on formal probation
under the supervision of a PO. These youth were followed and additional
offenses and dispositions were recorded. As of 1984, the comparison group
subjeéts outnumbered treatment group subjects by almost two to one.
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Program Linkages, Impacts, and Related Concerns

In spite of {fiscal hardships and cutbacks, the program gained an
extraordinary degree of credibility and support in the community. As time went
on and the program proved itself, there was no longer a question of whether or
not enough supervisioh was being provided to the juveniles. In part FNP was able
to gain credibility and support because of the many linkages that were fofged

between the project and various key elements in the community.

Linkages with the Juvenile Justice System

The Probation Department was very supportive, an attitude reflected in
the testimony of the PO's to the effectiveness of the program. The program was
viewed as being stable, mature, realistic and cooperative with the local justice
system, and as being a valuable part of the community. The Department had

come to rely on the program as an important alternative to incarceration.

The Sheriff endorsed the program saying it was "one of the few programs

for juveniles he would recommend."

The Juvenile Court Judge was also enthusiastic, citing FNP as "the best
out-of-custody rehabilitation facility for seriously delinquent youth in the
county." In a letter of support he further stated the program was "conducted in

a professional manner by competent staff with realistic expectations."

According to one report the Juvenile Court regarded FNP as being
invaluable to the community. It saw the strengths of the program as being the
concerned, caring staff and the level at which the youth were held accountable.

As time went on, the relationship with the Court remained strong. A new
judge was appointed early in 1983, and was as, or even more supportive of the
program than his predecessor. As testimony to the depth of his interest and
involvement, on several occasions he recessed court in order to call the Project
Director about dispositions involving youth in the program.
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community-wide §roup with repres
youth and thejr families). In pressurin
statistics, data from the project's Annu
catalyst in securing further information.

With iti imi
Some staff positions eliminated, linkages with schools and communit
y

The relationship with the schooi district

classroom instructor
agreed that additiona] assistance would be provided b

psychological testing. The Department o
one of their counselors to FNP to conduct
as needed and to consult with FNP staff on

agencies became even more important,

had been that they would provide one It
was further

Y a school psychologist for
f Mental Health was willing to assign

group, individual, and Crisis Counseling
Specific problem youth.

Linkages were ajso maintained with |

ocal colleges and universitie :
. i i w
provided volunteers and interns for tes which

the project.

Linkages with Other Community and Youth Serving Agencies

The relationship FNP developed with
Numerous. These included but were by no me

Department of Social Services

City of Fresno Parks and Recreation

Planned Parenthood of Fresno

Central Valley Regional Center

Interagency Child Abuse Counci] of Fresno County
Council on Juvenijje Problems

Chicano Youth Center

Southeast Fresno Concerned Citizens

United Black Men of Fresno

The Director attended meetin

entatives of af] organizations involved with
g the school district to release dropout
al Report were used by Interagency as a
The Department of Social Services
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approached FNP about the possibility of operating a residential facility with the
assurance of full funding by the Department. By 1983, FNP had carved out a

place for itself in the Fresno community.

Institutionalization

If institutionalization of a program only required strong community
support, problems concerning the institutionalization of FNP would never have
arisen. As has already been noted, some of the more exuberant supporters
included the judges and the Probation Department. The former head of
Probation, now Director of the California Youth Authority, has form?lly
expressed his support. The Juvenile Justice Commission sent a team to review
and evaluate the program and their results, many of which are incorporated here,
were most positive. Their report stated that the project "has so many st.rengt.hs
that the Committee would like to see it made available to additional juvenile
offenders, assuming the ratio of staff to youth does not change . .. . The

Committee has conciuded that (FNP) is a project for which Fresno should be

proud."

Although the award was not received, FNP was nominated as a CYA
Exemplary Program. The District Attorney in the Juvenile Division, once

skeptical of sending hardcore youth to a community program, became a strong

supporter. The police, schools, public defender, and Alternative Sentencing

Program were also supportive.

As a result the program has had particularly positive media coverage
during recent years, including a special segment on the local news program,
"360". (*36Q" airs prior to "60 Minutes" and is in the same format.)

For at least one year prior to the end of Federal support, the Project
Director and key Advisory Board members were active in efforts to secure both

‘short range and long range funding. They made a number of -appearanf:es and
gave interviews on behalf of the project. They also met with members of the
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State Legislature, promoting a bill which would give educational monies for
correctional programs to New Pride. Legislative changes were needed for the
project to be eligible to receive these funds.

More velunteers and interns than ever before were offering their services
to FNP. They included interns from California State University's Criminology
and Education Departments, the California School of Professional Psychology,
and Fresno City College. In addition, the Department of Mental Health

continued to provide a Mental Health therapist to work with project clients and
their families.

April 15, 1984 marked the end of EOC's grant from OJIDP. A no-cost
extension was sought and authorized which enabled FNP to use unexpended

OJIDP funds of around $48,000 after the April 15 termination date and prior to
the end of the 1984 calendar year.

In terms of actual dollars obtained, several resources had been identified
and monies secured as early as late 1982, all of which were continuing into
1984/1985. One such resource was a Special Summer Youth Employment
Project, which paid youth for their summer jobs. In addition, the school district
continued to provide in-kind support in the form of an instructor assigned to
FNP, valued at $25,000 annually. In 1984-85 it was anticipated that the school
district would provide an additiona] $55,000 of in-kind services, which would, in
effect, support the entire educational component.

In early 1984, the Director and Advisory Board Members made a concerted
effort to enlist local agencies and institutions on behalf of FNP. They secured
support from the City Council, the Chamber of Commerce, the Police Chief,
Sheriff, and District Attorney. The Juvenile Court judge and the Director of
Social Services committed their strong support in writing. Both the School
District and a council of private industries pledged assistance.

The parent agency provided $25,000 to help continue the project into a
fifth year. The Director felt that this was a small amount considering the
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i over the past four
ntity of administrative overhead the agency had received
qua

years because of the project.

In June and July of 1984, institutionalization efforts turned.todti:: C::;n:z

i no. From the project's start, the County had promise ) y
o ?f ?res d to be successful. FNP asked the County for $174,000 an
- FNCZ:i:oiic:‘iJ:ing $121,000 of that amount. The City pledged $12,500 and
succee

Impact of Lower Levels of Funding
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impaired quality of services.
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be knowi before the end of 1984.
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However, EOC was much less optimistic about the program's fiscal future,
and developed a reduced budget reflecting only the $250,000 which had been
secured. Among adjustments to be made were across the board salary cuts, with
those having been there the longest to receive the highest cuts (some as high as
20 percent). In addition, the positions of Evaluator and Remedial Instructor were
to be eliminated and 3 portion of the facility closed off to reduce rent, and some
smaller programmatic changes were to be made as wel].

The Breaking Point is Reached

The Director was exceedingly frustrated with EOC's budget proposal and
felt strongly that the quality of the program could not be maintained under these
conditions. The staff ajso were demoralized to leasrn their efforts to date were
to be rewarded by salary cuts. One counselor, concerned about job security,
submitted her resignation effective August 1. The staff directed a memo tc the
Director asking why the Board's decision (as wel] ag the staff's) to continue "full
steam" was not ar option, and if not an option, would salaries and positions be
reinstated if further funding were found. The Director forwarded the memo to

EQC, but there was no résponse. A second counselor submitted his resignation
effective October |.

The Director approached EQC and expressed her concern over not having
been involved in the new budget proposal. At her initiative, she submitted an
alternate proposal which had been re-worked within the $250,000 limit. 1t
included moving the Evaluator into the Head Counselor position in an attempt to
maintain at least part of the evaluation data, and other programmatic changes.
She reiterated her feeling with réspect to the positive outlook for additional
monjes and fet especially good about the Possibility of the schoo] district
providing another instructor position. She agreed that although the prograin was
expensive, it was also highly effective. No matter what the job titles, certain
functions needed to continue to maintain effectiveness, and a minimum number

of staff was needed to fulfill those functions. She presented her budget proposal
to EOC, but they did not accept it.
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illingness
Unsatisfied with the response to her concern, she relayed her unwilling

i i i s asked b
to continue with the project and submitted her resignation. She wa y

and the EOC Deputy Director assumed the
Subsequently, the Evaluator

EOC to leave sooner than anticipated,

role of Acting Program Director the next day.

learned she would be relocating and also submitted her resignation.

Strengths and Weaknesses

' i i f the
The strengths and weaknesses evidenced during the first four years o

) .

be dealt with in turn.

Strengths

its i e level
The greatest strengths of the program were its staff and the intens

i i i i urth years o
These strengths became increasingly evident in the third and fo y

project.

ator's
The evaluation component was another strength. The evalu
ped the stafi to keep track of the activities of

pragmatic and timely reports hel el

all clients and to make regular assessments of their progress.

i j inancial
n was a definite factor in helping the project to secure fi

evaluatio

support.

intai cost-
The sound linkages which the project nurtured and maintained, the

j it served
effectiveness of the project, and the impact of the project on the youth i

were among the other key pluses of FNP.

Apropos the latter, . X
the fourth year of the project the youth in FNP with whom

expressed deep appreciation for the help FNP had
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appreciated the fact that each member of the staff cared, from the director on
down, and that being in FNP had heiped them gain seif-respect and improved
communication with their families. They valued the help they received in school
subjects and in finding jobs. They liked the fact that rules and consequences
were clearly defined and that recreational activities were provided.

In the same report to the Juvenile Justice Commission from its Committee

on Juvenile Services, the cost effectiveness of FNP was described in the
following manner:

(the project) served between forty to fifty youth each
month in 1982 at less than $20 per day (per youth). If
those youth had been committed to C. K. Wakefield
School, costs to the county would have been over $38 per
day. Services to fifty youth per month at (FNP) result in
a total annual cost of less than $350,000. At C. K.
Wakefield the cost is $700,000. At the California Youth
Authority, where costs are often as high as $24,000 per
youth per year, fifty youth can cost over $1,000,000 per
year. (FNP) is not inexpensive, but it is cost effective
when compared with its alternatives. Youth with criminal
histories as extensive as those in (FNP) are institution

bound and would be placed in costly 24-hour custody if
(FNP) were not available.

Weaknesses

The major weaknesses did not reside in the project itself, but rather in the
relationship the project had with the parent agency. None of the three Project
Directors hired between 1980 and 1984 had any experience prior to New Pride
working for EOC. Therefore, none had an inside track record to generate parent
agency support and resources. The project facility was located across town from
EQC, which did not encourage communication. For whatever reasons the project
never seemed to have had the full support of the parent agency.

This problematic relationship had manifested itself intermittently since the
program's inception. The first major confrontation was the episode involving the
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resignations of the first Director and Counseling Supervisor in the early months
of the project. This was the first indication that problems existed between the
parent agency and the project. The resignation of the second Project Director
was also due, in part, to what he perceived was excessive dysfunctional
interference by EOC. In the view of the staff, the parent agency had
periodically taken actions which impacted the project without an adequate

understanding of the constraints, problems, and issues that were involved.

Had EOC been wholeheartedly supportive of the project throughout these
four years and had it respected the autonomy of those in key positions in FNP,
allowing them to make decisions concerning staffing and the use of decreasing
fiscal resources, it is likely that institutionalization efforts would have been far
more fruitful, far earlier. It is also likeiy that tensions and ill-will generated by
poorly informed judgment calls would not have thwarted and frustrated the

efforts of those directly invoived in running the project.

Summation

As Federal funding drew to a close after four years, the Director and
Advisory Board members had succeeded in securing from state and local sources
most of the money required to keep the project alive. Serious conflicts arose,
however, between the Director, staff, and Advisory Board on one hand and the
parént agency on the other over how the project should be modified in light of a
reduced budget. The parent agency would not consider compromise and the
Director resigned. This triggered the resignation of other key staff, which left
the project with only a few remaining staff members, new to the project and
inexperienced. Immediately after the Director left, the parent agency
supervisor assumed the role of Acting Project Director. He was later replaced
on a permanent basis by another administrator from the parent agency. It
remains to be seen whether the new staff will be able to run a program as
demanding as New Piide, and to provide the high level of services that this

project had previously offered.
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GEORGETOWN NEW PRIDE

On March 1, 1980, a New Pride Replication grant was awarded to the
Georgetown University Child Development Center (CDC). The amount of the
grant was for $881,746 over a two year period. The University had agreed to
provide a cash match of approximately $100,000, an agreement which was never

met. Owing to serious administrative and management problems, the project
Closed at the end of the second year.

General Status of the Local Juvenile Justice System

The Superior Court of the District of Columbia consists of one court with
jurisdiction over all cases, including juvenile cases in the family court. A
nonpartisan commission of lawyers and non-lawyers is responsible for screening
and nominating judges. Selection of judges is organized on a merit basis.

In the District of Columbia, the family division of the juvenile court
handles cases involving individuals under 18 years of age, unless the youth is to
be charged by the U.S. attorney with murder, forcible rape, burglary in the first
degree, armed robbery, or assault with the intention to commit any of these
offenses. Such cases are automatically tried in adult court. Any youth 16 or
older charged with a felony may be transferred to the adult court after a hearing

in the Family Division if the prosecuting attorney initiates such action. Those
youth who can be transferred include:

° Those 15 years of age or older at the ti
e 13 ¥ | g e time a felony was
° Those 16 years or older already committed to an agency

or institution as a delinquent.

L Those 18 to 20 years old, charged with a deli
committed before becomit,'lg ls.g ith a delinquent act
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In order to retain jurisdiction, the court must determine that there are
reasonable prospects of rehabilitating the youth before his majority. The court
must consider the age of the youth, nature of the offense, prior delinquency
record, the mental condition of the youth, and past treatment and availability of
treatment. The Division of Social Services has to submit a written report on the
potential for juvenile treatment of the youth to the court. Probable cause that

the youth committed the act is not considered during the hearing.

After being adjudicated as a delinquent or a person in need of supervision
(PINS), offenders less than 18 years old are. committed to the Social
Rehabilitation Administration by the Family Division of the Superior Court, and

placed under the supervision of the Bureau of Youth Services.

The Bureau of Youth Services may send the juvenile to an open co-ed
school, or, in the case of aggressive male offenders, to a more secure facility.
There are also group homes and small residential placement settings where
juveniles on probation may be housed. Youths tried as adults are committed to
the Department of Corrections, and they are usually placed in one of the Youth
Centers. Inmates in the Youth Centers are between 16 and 26 years old. There
are no administrative processes available to transfer offenders from juvenile to

adult institutions or from adult to juvenile institutions.

A Previously Existing Juvenile Justice System-Related Project
Serving Serious Juvenile Offenders

Prior to the funding of the New Pride Replication Project in the
Washington, D.C. area, serious juvenile offenders were served by the Juvenile
Restitution Program, a program involving several private agencies. Adjudicated
juveniles were selected for participation in this restitution/community service
program through a mediation process. The mediation process was directed at
determining the form of restitution which might be appropriate to the

adjudicated offense. Under this program, restitution took one of several forms:
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®  Making a direct money paym IV
. yment to the i
were available to the offender); victim (if a job

° Participating in a prescribed i i
. . community service
defined period of time; or ! for @

® Providing direct service of some form to the victim.

. The program focused on adjudicated youth who were recommended for
incarceration and adjudicated youth who were recommended for probation.
While juveniles who fit the eligibility criteria for New Pride might fall into
either of these categories, especially the first, the Restitution Project tended to
be directed to juvenile offenders who had been involvad in fewer or less serious
crimes than those offenders eligible for the New Pride program. There was
nonetheless considerable overlap of populations served by the Restitution
Program and the New Pride program. This overlap was to become the source of

a major problem for the New Pride program in obtaining adequate numbers of
referrals.

The Georget9wn University CDC's Role as the
Parent Organization for the New Pride Program

Georgetown University, which was established in the late 1700s, has been
under the direction of the Society of Jesus in Maryland since the early 1800s.
The Child Development Center, the part of the university which served as the
parent agency for GNP, is a division of the Department of Pediatrics, within ‘;he
Ge.orfgetown University Medical Center. This center is an interdisciplinary
training, service, and research program, with a declared mission to im prove the
quality of life for children and youth. Support for training and services programs
have come from HHS and its precursor, HEW, LEAA and QOJJDP, the District of
Columbia, and other University, local, and private funding sources.

Faculty at CDC are drawn from a wide range of disciplines including the
following: Communication Disorders, Dentistry, Early Childhood Development
Genetics and Birth Defects, Law, Neurology, Nursing, Nutrition, Occupational’
Therapy, Pediatrics, Physical Therapy, Psychiatry, Psychology, Social Work, and
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Special Education. Many of the projects at the CDC were directly concerned
with learning disabilities which was one of the areas focused on by Georgetown
New Pride. One of these CDC projects involved providing diagnostic services for

younger juvenile offenders.

Acquisition of the Grant

In October, 1978, the educational diagnostician and director of CDC"s
Division of Community Service/Special Education first developed an interest in
the New Pride concept on hearing a presentation by Jean Granville of Denver
New Pride. A correspondence between CDC and Denver New Pride ensued.
Materials and information were shared. The Director of Denver New Pride also
visited the Child Development Center to look into the diagnostic efforts CDC
was involved in with referrals from the juvenile justice system. This program

was known as the Georgetown Adolescent Intervention Team (GAIT) of the CDC.

The GAIT project, begun in 1975, was a collaborative project with .the
courts. It involved an interdisciplinary team of clinicians ’and social s?ervxc.es
personnel which identified, evaluated, and intervengd on behalf of young juvenile
offenders who were developmentally and learning disabled. Youths refe'rre.d
from the juvenile courts were tested to determine if developmental or emotional
problems were present. The diagnoses were then used in further referrals of
clients to appropriate treatment and social services agencies. The GF.\I’I'
program was not a treatment program. It also differed from the New Pride
program in that the average age of GAIT clients was significantly younger than

New Pride's target group.

When the RFP for the New Pride Replication program was announced, Ne.w
Pride was seen as a logical extension of services provided by GAIT and CDC in
testing, diagnosing, evaluating and referring clients. The New Pride mc.:del was
an approach that provided additional needed services which were designed to

enable the youth to remain in the community as productive members.
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At the time the RFP was issued, fiscal constraints and increased
competition for social services funds were impinging on the CDC. Georgetown
University was projecting decreasing enrollments in the near future which would
increase competition for resources within the University.

The principal writer of the proposal was an employee of the CDC. This
individual later became the first Acting Director of Georgetown New Pride
(GNP)*. He was a lawyer with a background in corrections and juvenile justice,
who had developed many valuable contacts within the CDC and outside the
University and had been actively involved with the GAIT program. He had visited

the Denver New Pride project and was familiar with the concept and the
components of the mode].

When the proposal had been written, this individual took care to circulate
the proposal to many sources in the criminal justice system and other youth
serving agencies, as well as within the CDC. His concern was to include input
from people who would be working closely with the project and who therefore

would have a "vested interest" in developing a work plan compatible with the
operations of their agencies.

In the course of circulating the proposal drafts and ideas, many letters of
support for the project were received. The proposal treated these as sources of
tangible aid. The planning that was done had been based on assumptions that
needed support and assistance would be obtainable through this external network.

The Red Cross was counted on for the housing of the project if necessary.
An additional assumption was made, which was to prove false, that support would
be available for help in the renovation of an older house in the Anacostia area
which was to be used as the project facility. The proposal included a

* After grant acquisition, the name of the project was changed to

Horizons XL because of another program called "Pride" operating
within the District of Columbia. The project will be referred to here,
however, as Georgetown New Pride.
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subcontractual agreement with Associates for Renewal in Education (ARE) for
$22,460 to implement the School Maintenance/Volunteer Component of the

Project in its first year.

Problems arose concerning the matching funds requirement of the RFP.
Initially the Red Cross had agreed to provide the funds, but that arrangement
fell through. The Head of Pediatrics at the Georgetown University Medical
Center agreed to provide $101,750, but this arrangement was also cancelled on
the night before the deadline for submission of the proposal. Ultimately, the
University guaranteed the matching funds, although the guarantee was intended
to be a temporary measure to allow the Acting Project Director to find another

funding source.

The Project Facility

A location for the project was found in Anacostia at the Assumption
Church. The church was an older building once used as a nunnery and had been
uninhabited for approximately ten years. The other buildings in that block
included the Assumption School, the Catholic school. GNP rented its building

from this school.

The Anacostia area was chosen because there was no room for the project
at Geo'rgetown in the CDC and it was felt that the physical site of the project
should be close to the homes of the youth to be served. Six.ty-ﬂve percent of the

New Pride clients were expected to come from Anacostia.

In addition to the facility in Anacostia, the project also had a commitment
from the Red Cross to allow the use of some empty offices in one of its buildings
in Washington in the event of problems with the Anacostia location. This

contingency arrangement was not used.

While the project site, a three-story building with a full basement, was
structurally sound and in relatively good condition, many modifications were
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needed to make the space usefu] to GNP. Neighborhood groups were a hoped-
for source of help in the renovation. Such aid was not forthcoming, in spite of
some initial efforts to reach the community directly and through the church.
The staff ended up handling most of the construction themselves.

These initial efforts revealed a serious lack of communication between the
Anacostia community and GNP and absence of solid community support.

The Community in which the Project was Located

Anacostia's population is predominately black. This area is one of the very
poorest in all of the District of Columbia. In spite of the depressed economic
conditions of most of the residents, there nonetheless exists a strong sense of
community. The residents seemed to view GNP with considerable suspicion.
They seemed to regard the University as being a primarily white institution,
removed physicaliy and socially from the Anacostia community. Residents
expressed concerns that GNP would come into the community for a brief period,

study the community, and then leave abruptly, without having provided any real
benefits to them.

The first Acting Project Director noted in an interview early in the
program that there had been several instances where programs came into this
area promising great things and then disappeared essentially over night. He
Planned to take specific action to reassure residents that this would not be the
case with GNP. He was also aware of the need to reassure residents that the
juveniles being served by the prbject would not present a danger to the
community. The first Acting Project Director was not in the job long enough to
activate his plans to address these concerns. His successor, the Assistant
Director, apparently neither shared nor saw the need for such an objective.

The second Acting Project Director and the CDC administrator serving as
Project Monitor had conducted what they felt was appropriate beginning
community outreach through church services and coffee meetings with the
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neighbors. Concern on the part of residents nonetheless mounted. Ti,‘?y were
bitter about not having been consulted before the site for the facility was
selected. They were concerned regarding the nature of the clients to be served
through the project. They were also concerned about just what it w.as the.staﬁ
members were doing. During the first months of the project, the residents in t.he
community saw project staff enter the building daily, but there was no 11.1dicanon
of what might be going on inside. No clients were being treated at the time.

*
Project Administration and Management

The persons in the parent agency charged with carrying out ovef'sight and
monitoring responsibilities never really fulfilled these responsibilifles. The
person with primary responsibility in the parent agency for the project was a
higher level administrator and head of a major center within the parent agency,
who did not originally support the pursuit of the New Pride grant. The p‘erson
who had monitoring responsibilities and was to spend two days a week on sxte.: at
the project reported to the higher level administrator. The Projec.:t Mo.mtor
apparently fuifilled her role in a peremptory fashion. She even admitted in an
interview conducted some three months after the project ended, that she

evidently had had little awareness of the many problems plaguing the project.

Organization of the actual project at the outset was also n'oteworthy. The
project was administered in the following way: The Project Du'e.ctor reported
to the Project Monitor and the Project Monitor reported to the Director of' the
CDC. The Project Monitor was the Associate Dire:ctor for Community Planning

i i the course of the
* here were changes in the use of titles over :
1-:'ojec‘c. After a time, the Director of CDC signed her %etters _thth
11-:’\;\10 titles, Director of CDC and Director of the l.\Iew Pt:td.e P;o;Tcst.
The project monitor was referred to as the "Co-Director” in t.eh ?he
year of the project. These changes did not seem ‘IEO Cmn%dio‘:’\;t L th
i iti ibilities. o avoi ,
assumption of any additional responsi ' . .
throug%out this document titles are used as defined in the project

budget.
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of the CDC. For several years, she and the Project Director had worked closely
together, developing the. juvenile justice component of the CDC. As Associate
Director for Community Planning, she was responsible for a number of ongoing

CDC programs, as well as continuing development in the juvenile justice area.

In theory, the responsibilities of the first Project Director were to include
managing the linkages between GNP and the juvenile justice system, the local
community, social services agencies, OJJDP, and the University. During his

brief tenure, his attention was primarily focused on getting the facility ready
and hiring staff.

The hiring of staff proceeded according to the Project Director's schedule.
Professional staff were being hired and beginning work some three months before
the expected mid-August initial intake of clients. The Project Director felt that
this time was necessary for the staff to assimilate information being produced by
Denver New Pride, the National Evaluator, and OJIDP. He also felt that the
time would be needed to renovate the building and set up classrooms, diagnostic

testing areas, the computer room, counseling rooms, meeting rooms, and
administrative offices.

A search committee made up of the Project Director, the Project Monitor,
the Police Chief, and a representative from the Probation Department hired the
Assistant Director. This man was paid a higher salary than the Director and was
to handle the day-to-day functioning of the program, even though both he and
the Project Director viere expected to be on-site on a daily fuli-time basis.

The Assistant Director was hired within a few months of the launching of
the project. He came to the project irom Florida where he had managed a
program dealing with hard-core youthful offenders. His family remained in
Florida when he moved up to take the position with GNP. He reportedly became
involved in a movement within the project to have the Project Director
dismissed. Key people in the University also wanted the Project Director
removed. They viewed him as an inexperienced administrator who had a
relatively large staff sitting idle for several months. They felt that the Project
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In addition, the adequacy of the number of court referrals began to be

jeopardized for other reasons. The Restitution Project, a program which was

being run by the Court in the District of Columbia,
a competitor for referrals.
additional 300.

as noted earlier, constituted
This project had 300 clients and a control group of an

This meant that as many as 600 individuals who were potentia]

1y
eligible candidates for GNP, would, in effect be "unavailable" for referral. The

first Project Director had foreseen this situation, but he had been confident that

there were enough youthful offenders to fill the needs of both programs. He had

also felt that his strong ties to the juvenile justice System wouid help ensure
adequate numbers of referrals.

Making these referral problems even worse was the fact that the

credibility of the program began to wane seriously. Contributing to this had

been the problems arising during the first few months while

the first Project
Director was in charge.

The serious set of problems developing under the
leadership of the sescond Project Director had led to a ver

y rapid worsening of
the situation.

Problems arose between the Project Director and the project staff.
Communications and relations worsened between the project and the ‘parent

agency. Staff morale was threatened in new and serious ways.

Problems arose
in the

implementation of various components of the program.

Overall
effectiveness suffered, and prospects for the future dimmed.

The second Project Director instructed staff not to talk directly to the

University personnel, including the Project Monitor. Meetings originally set up

to be held on-site with University principals were moved to Georgetown and then

eventually cancelled. The Project Monitor made periodic site visits and was

assured by the Program Analyst and the Project Director that everything was

running smoothly and that no problems existed. As she was overjoaded with work

on other projects, she apparently accepted these assurances with no major

reservations.
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The staff were feeling increasingly alienated from the University. One
incident, mentioned by several staff in interviews held after the project closed,
involved a request by the staff for a water cooler. Staff members had been
purchasing soft drinks for the clients with their own funds. Their request was
supposedly processed through the Project Director. They were told that the
University had denied them this request. Conversations with the Project Monitor
indicate that this and many other such requests were never referred by the

second Project Director to the University.

Staff also made suggestions concerning institutionalization and fund
raising. They even offered to arrange events to benefit GNP. To the chagrin of
the staff, nothing happened - they got no response to the offers and suggestions.

Nine months after the second Acting Project Director took over, he quit to
return to Florida where he had been offered another job. The Program Analyst
who had been criticized from many quarters for having done a very poor job
handling MIS and evaluation responsibilities was moved into the Pruject Director
position. He proceeded to perform only slightly more effectively in that role.

After several months he also left to take a job in Florida.

The head of the counseling compoﬁent was then elevated to the position of
Acting Project Director. This individual had been with the project from the
beginning and was well liked by the staff. Under his leadership many positive
transi@'rmations took place. By this time, however, so much had gone wrong with
the program to underinine and destroy its overall effectiveness and so much
damage had been done to the project's credibility that it failed to receive a third
year of funding from OJJIDP. Institutionalization was never a viable possibility
based on the track record which the project evolved over its first year or more
of existence. Time and resources were insufficient to undo the problems that

had arisen during that time.
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The Advisory Board

While plans were laid to include relevant membership from agencies
connected with the New Pride effort, such as Georgetown's own Advisory Board,
the Probation Department, and other social agencies, the Advisory Board met

once and promptly ended its association, never being called upon to convene
again.

Program Components and Staffing

With all of the management and administrative problems confronting the
project during the better part of its existence, it seems somewhat surprising that
any of the project's components could have functioned in an effective manner.
While the components concerned with diagnostic assessment and employment
were particularly fraught with problems, the counstiing component exhibited
real strengths and the educational component seemed particularly effective and

was even viewed as being exemplary by persons in and out of the program.

That any efforts could be carried out in an effective, let alone exemplary
manner, in an organizational context fraught with so many problems, can be
attributed in this case to the dedication, experience, and tenacity of certain

members of the staff, many of whom had been with the project from the
beginning.

Diagnostic Assessment Component

Originally, project staff wanted to use the diagnostic procedures of the
GAIT program. When this was deemed non-acceptable, they wanted to use still
different tests. A combination battery including tests from the replication
guidelines and other sources was actually administered to the clients.
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The diagnostician was cne of the first employees hired. She remained with
the project until close to its demise. Unfortunately the local analyst never
entered any meaningful data from the testing into the test score data files.
Nonetheless, she did provide ‘diagnostic information directly to the staff.
Overall, the staff were not impressed with the relevance of the test scores

available to them for the design of treatment strategies.

The Counseling Component

One of the responsibilities of the counseling component was to screen
prospective clients for eligibility. Another was to visit the homes and schools of
the clients in order to get a better idea of their living arrangements, their home
life, and their academic records. Counselors also scheduled the youth for
diagnostic testing. If a client's present school proved adequate, the youth

remained there and came to New Pride for counseling.

While the counseling component at GNP had been weak under the first
counseling sxipervisor , it developed some real strengths under the direction of a

later one.

Essentially, both individual and group sessions were conducted. A Gestalt
approach was used. Clients would have at least three-hour individual counseling

sessions a week during the intensive phase.

Staff were encouraged to attend and join in group counseling sessions in
order to provide support to the counselor in charge and also to use the sessions as
an opportunity to gain the trust and respect of the students. These group
sessions took place about once a week. The teachers in the Alternative School
also took on the role of counselors as the situation required. One made the

following statement in a final interview:

"Sometimes it would become necessary to take a situation
that would come up in the class and bring everybec{y's
attention to it, so at any particular time I might be doing
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a group therapy session right in the midst of mathematics,
or health, or whatever.”

The Educational Component
The educational component was highly regarded by those in and around the

project. One of the teachers called it "the backbone of the 'project." It was so
regarded by the Project Monitor at Georgetown as well.

The Alternative School

The Alternative School was never aceredited in the District of Columbia.
There were, therefore, problems in reintegrating youth back into the public
school system. There is evidence, however, that at a number of schools youth

_were retested aiter participating in the program and given a higher placement

than the one they had been at prior to the time they had spent in the Alternative
School at GNP.

The maximum number of clients served in the educational component
appeared to be around fifteen youths in the morning sessions and around 12 in the
afternoon sessions. The reading and language arts skills teachers split each
group in half. The individual teaching mathematics and health taught all of the
students in the morning or afternoon classes. In doing so, he employed a large
number of group activities. He also had an individual program for each student.
Youth who had poorer skills were teamed with other youth who had greater
competencies. Also, faster students were given the opportunity to work
independently with the assistance of the teacher.

All progress in skills mastery was written on a chart so the students could
see their own progress and speed, and match it against that of the other students
in their class. The teacher also kept students at one task until it was com pleted.
This approach seemed to yield very positive results. In the first place it allowed
the clients to track their own progress and to take pride in their
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Learning Disabilities

Initially the school had a coordinator who came into the classroom on an
as-needed basis. They also had three teachers: a reading specialist, an LD
(learning disabilities) specialist, and one teacher for math and health. The
learning disabilities teacher left after 6 months; another 6 months elapsed before
a replacem'ent arrived. According to the project diagnostician, only a very few
youths were identified as having learning disabilities. Relatively few students
may have been so identified because of a reluctance on the part of this
particular diagnostician to "label" anyone. Some of the principal administrators

seemed to share her reluctance.
School Reintegration/Volunteers Coordination Component
This component was subcontracted out to Associates for Renewal in

Education (ARE). ARE was to work closely with the project staff in recruiting

and training volunteers. The organization was also to work with project

counselors to ensure that individual clients were Informed about alternative ’

options of formal education within the public school system, options which would
be open to them upon completion of the intensive six month phase of the
program. ARE was further responsible for helping to facilitate the access and

reintegration of clients back into the public school system.

Employment

There were certain problems in implementing the GNP employment
component. A major problem lay in the fact that there were far fewer
opportunities for unskilled teenagers in the District of Columbia than there were
in practicélly any other city in the country. In part this was because there was
no industry there. Government jobs, which were most plentiful, required a
certain amount of intellectual functioning, and many of the clients in the
program were not able to compete effectively for these positions.
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accomplishments. It also introduced a healthy sense of competition into the
classroom situation and made learning enjoyable. One extraordinary success
story involved a student who had progressed all the way through basic math and

geometry. This led to his passing the GED test and i4en scoring the highest
score on a math exam for entry into the Navy.

Written objectives were set for students. These would be changed as
frequently as they were accomplished. They might span a week or only a few
days. Lesson plans were prepared for each week.

In classes emphasizing reading and language arts, the work for the youths
was also individualized. Emphasis was placed on subject matter which would
have particular interest to the students. One teacher used the Washington Post
and the New York Times as reading material. He would also write up short
stories which were based on the students own words and drawn from their own
experiences. The story line would involve people and situations familiar to the
students. This approach seemed to be highly motivating for many of the
students. Reading levels rose at im pressive rates in many cases.

Activities were geared here as they had been in health and math classes to
helping students develop a positive self image. Outstanding papers were
displayed on a bulletin board. Many had never had their work in school noticed in

this way. They began to develop a sense of pride when their work was displayed.

The teachers tried hard to win the confidence of the students. This seemed
essential if they were going to be effective in teaching them or in helping them

in other ways. They seemed quite effective in conveying their interest and
concern to the clients.

The teachers also helped the students develop new ways of coping or
managing in the world. For instance, many of the students did not know how to
eat properly. Some had never ridden public transportation or learned to use a

phone properly. Others had never learned that relationships between male and
female could be on other than a sexual level.
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By the last months of 1982 when it was apparent that the Georgetown site
was going to close, the vocational and employment activities were contracted
out to ARE, which had employed the former head of the GNP Counseling
Component. ARE had its own connections with the school system and appears to
have mainly placed students in jobs involving school maintenance. The effort

was essentially one of seeing to it that when the program closed, students were

not left stranded.

Data Collection and Program Evaluation

As of June 30, 1981, Georgetown was the only replication site which had
not succeeded in contributing to the data bank regularly. By mid-June of 1981,
only two computer files contained any information. Extraordinary measures
were undertaken in order for Georgetown to catch up on data entry. GNP was
provided extensive technical assistance, more than any other site. The Program
Analyst from the Chicago project was sent in to provide assistance. This proved

to be only temporarily beneficial. In spite of all this support, problems in

meeting the MIS/evaluation requirements were never resolved.

The Project Evaluator was not getting information coded and into the
computer, and hence was unable to use the report-generating facilities of the
network. Judging by a review of forms submitted on closure of the project, the
Program Evaluator had evidently not tracked the forms to insure they were
turned in. Also he had apparently failed to provide feedback to the staff to

ensure an upgrading of their skills in dealing with the MIS..

Compounding problems with MIS/evaluation efforts was the fact that the
person who had served in the role of GNP Program Evaluator seems to have set
up his accounts and signons in a way that it made it impossible for the National

Evaluation Project to communicate with the data coder or include her in

conferencing with others.
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Other probiems included the insufficient amount of funds allocated by the
parent agency for MIS/evaluation efforts. This was reflective of the parent
agency's apparent basic lack of interest in really monitoring the project.

Research Versus Service Orientation

The staff of GNP were highly committed to providing services to their
clients. They felt that the requirements necessitating heavy paper work drew
them away from providing direct services. Though the paperwork done was
never entered into the data base and rarely used for decision-making, there were
continuing administrative pressures to meet these requirements. A counselor
stated the following in a closing interview: "When I was hired for this job, I think
more emphasis should have been placed on the research because [ felt that's what
it was. It was not a service-oriented project.” This individual felt that the

project was really a research-oriented project, not a service-oriented one and

- that he had not realized it would have such an emphasis when he was hired.

A counseling supervisor stated similar objections in a closing interview:

"...There was (so much) heavy documentation i
that all you did most of the day was document(l:v?s;de:g
that you saw a kid or you were out doing this and you
really had no time to do the actual counseling or whatever
was don.e. We were carrying workloads in the beginning of
10-15 kids. We had to keep tabs. on (what data) was due
and then to write the IISP and then to visit the schools
and parents, and then to go to court. All that was being
done at the time with three... think it was four
counselors."

Referral and Eligibility

A chief difference in the criteria used for elibibility to GNP concerned the

local juvenile justice system's definition of offenders. An

accommodation was reached with OJIDP permitting use of a "consent decree"

serious
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for the first conviction. Permission was also given to extend the time span from
two to three years during which the three adjudications for serious offenses had

to take place.

Strengths and Weaknesses

GNP's history was characterized by marked contrasts. The potential of the
project to be an extremely effective one had looked very promising on paper.
The effective implementation of the proposal was repeatedly hampered by a
wide variety of problems and challenges. These problems included, but were by

no means limited to, the following:

) A broad range of administrative and management
problems within both the project and the parent agency
which persisted for the life of the project.

° The absence of a deep rooted commitment on the part of
the parent agency to implementing the project and the
apparent antipathy of some key University administrators
toward the project and consequent distancing of
themselves from it.

° The lack of first hand experience on the part of the
parent agency in running treatment-oriented projects

generally and serving serious juvenile offenders
specifically.
® The failure of the parent agency to make the project an

integral part of its activities and to ensure access to
University resources and facilities.

e - The geographic distance of the project from the parent
agency.

e The failure of the parent agency and/or the project to do
the necessary ground work in the community that might
have helped to ensure more harmonious relations with the
community at the outset.

® Failure on the part of those hiring the first Assistant
Director (the person to be in charge of implementing the
project) to choose someone who had familiarity with the
local situation and who had had significant experience
relating to key persons in the juvenile justice system.
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® The {failure of those monitoring the project to identify
problems early enough to take definitive action or to

convince those in a position of authority to take definitive
action.

° The extreme difficulty in discerning exactly what was
going on and the problem of distinguishing between what
was said in oral and written reports from what was
actually happening. ‘

) The breakdown in communication between the parent
agency and the project.

. Lack of knowledge in the project of the New Pride
concept with regard to the integrated service planning for
clients, and the part that the client tracking device known
as the MIS could play.

The strength of the project was its staff, who, in spite of all the obstacles,
were able to provide a range of services which had some beneficial impact in the
lives of those juveniles in the program. Other strengths of the program included
the final Project Director, who did a commendable job in trying to improve the
project and make it viable in its final months.

Summation

A third year of funding might have provided the time needed to lay the
groundwork for possible institutionalization. But the damage done the project
through poor administration and management in its first year and the neglect and
disinterest on the part of the parent agency proved too much for the project and

it died at the end of the second year without qualifying for a third. A staff

member poignantly summarized the situation in the following words:

"My major regret is that neither Georgetown nor the staff
at Horizons used each other to their advantage, because,
God knows, Georgetown is known to be a very above-
board, a very outstanding, school. And this staff they
hired (They hired us, mind you), were together some of
the most talented people I, in my life, have ever worked
with. Two of us were older. The rest were youngsters.
And, some of the things I have witnessed these people
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ing, people who had worked within the system ten to
?i?tegénpyeal.)rs would hardly BE able to do. ’I'he.y k}lad ;:2
natural gift to deal with the students acade.mrx‘ca yman
socially. Georgetown had so many people, wit soci " Z
varied, so many areas of expertise, that we shoulln . a\:\,/e
been able to use more freely, more op.enlyt," u e
couldn't, because there was no communication t c;ret.' o
students were the ones who lost out on that. That's my

greatest regret."
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KANSAS CITY NEW PRIDE

In March of 1980, a two-year $899,802 grant was awarded to Kansas Youth
Trust, (KYT), an organizational unit of the Foundation for the Children of the
Americas (FFC) in Kansas City, Kansas. The name chosen for the New Pride
replication project was Kansas Youth Trust New Pride. The project will
however, bé referred to as Kansas City New Pride (KCNP) throughout this
report. FFC committed itself to - providing matching cash grants of
approximately $40,000, $47,500, and $50,000 for the first, second, and third
years of the project respectively. The project ran for a full three years.

General Status of Local Juvenile Justice System Efforts

Kansas is a "community corrections state" based on the California and
Minnesota models. As a result of this and the historically positive relationship
between the court and the community, the court has been very supportive of
alternatives programs and court personnel have been involved in creating
alternatives programs.

The District Court in Kansas is the general trial court. In some instances,
a District Court exercises its jurisdiction in more than one county. The
authority of the District Court is exercised by District Judges, Association
District Judges, and District Magistrate Judges. The District Magistrate Judges
exercise these courts' juvenile jurisdiction.

Individuals under the age of 18 enter adujt court in two basic ways. First,
a juvenile 16 or 17 years old may be waived into adult court after a hearing in
juvenile court. Second, for all defendants over 13, traffic offenses are dealt
with in adult courts.

There are also two less common ways in which a juvenile may be sent to

adult court. If a juvenile has been waijved into adult court for a previous offense
and the waiver order issued by the juvenile court specified that any subsequent
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offenses by this individual would be dealt with in adult court, then the juvenile
will be processed in adult court. Also, if the juvenile is 16 or 17 and committed
to a state institution, then some charges (e.g., burning a building or aggravated
assault on an employee of the institution) will automatically take the juvenile

into aduit court.

In the years prior to the launching of the New Pride Replication Project,
one of the serious problems which had confronted the personnel of the Juvenile
Court was attempting to maintain the philosophical approach to the individual
youth which allowed personalized treatment and consideration in the face of the
overwhelming numbers referred to the Court. For instance, in 1959, 792 youth
were referred to the Wyandotte County Juvenile Court. In 1974, 5,273 referrals
were made. In 1959, 286 delinquency complaints (felonies) were handled. In
1978, 1,263 complaints in this category were processed. These figures
exemplified the magnitude of the task and the need in 1979 for a broader range

of options for dealing with juvenile offenders.

At the time the proposal for a New Pride grant was submitted, the Court
was responsible for the operation of Kaw View Detention Home. This facility
had a capacity of 16, 10 boys and 6 girls. It was staffed twenty-four hours a day
under the generai supervision of a Director, a superintendent, an assistant
superintendent, and 14 male and female supervisors, plus maintenance personnel

and cooks.

Another component of the detention responsibility of the Court was the
Kaw View Annex. This was a separate section of the County Jail and had a
capacity of 12. This facility was operated in cooperation with the Wyandotte
County Sheriff. It was staffed around the clock by "Juvenile Guards" who were
supervised by the Jail Warden. The population here were all more serious male

offenders, 16 and 17 years of age.

The Junior League and the Junior Chamber of Commerce purchased a home
to be called Wyandotte House for the exclusive use of the Juvenile Court. The
Board of Directors of this house subsequently founded Logan House for girls. In
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1979, they were in the process of opening a new home for girls to be designated
Kiely House. These houses were supervised by live-in teaching parents. The
overall operation of these homes was the responsibility of the Director of Group
Homes on the Court staif. There was a full-time psychologist involved in this
program.

In 1979, the Governor's Cominittee on Criminal Justice Administration
instituted a "Crisis Intervention Team" in Kansas City, Kansas. This team
tested, counseled and worked with the juveniles in detention and their families.
They also conducted "Parent Effectiveness Training" for families in Crisis
situations. The personnel in this program were: a psychologist from the
Wyandotte County Mental Health and Guidance Center, two (2) master degree
psychologists, an arts and crafts coordinator and an education counselor.

The award of the New Pride replication grant to KYT make it possible to
expand available options for dealing with juvenile offenders, particularly serious
juvenile offenders.

Acquisition of the Grant

The prime mover in getting the grant was familiar with the model New
Pride project in Denver. He had earlier written a proposal in response to the
RFP for the National Evaiuation Project under the auspices of a large research
firm in Kansas City, Missouri. After this proposal lost, he decided to respond to
the program solicitation to create and operate a replication project. He laid the
organizational groundwork for this by forming the Kansas Youth Trust as an
affiliate organization of the newly incorporated Foundation for Children, and by
becoming the Acting Director of KYT. The KYT was a collaborative effort
undertaken with a colleague who had helped to found the FFC and who served as
its executive director.

While Kansas City, Missouri had moved ahead in the community corrections
area, Kansas City, Kansas, its contiguous, poorer sister city had few juvenile
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justice-related initiatives at the time., Partially because of this lack. KYT was
able to find immediate local support in Kansas. It was awarded state money in
1979 to run an aftercare project. This occurred right after the Foundation for
Children was incorporated and its local affiliate established. The New Pride
project which KYT was proposing would provide additional needed services.

The Founder of KYT, however, did not wish to become the Director of the
New Pride project. He did not want to have full time responsibility for running
the project, so he proposed that a different project director, a man from St.
Louis, be brought in to manage New Pride. He did, however, maintain a very

strong presence in the project.

The "Grandparent®™ and the Parent Agencies

FFC is a non-profit non-sectarian organization which incorporated in 1979
in the State of Missouri. FFC was founded by a group of Kansas City business
and professional persons to promote the "physical, mental, spiritual, and social
welfare of all nieedy children in the Americas." FFC'S primary focus originally
was to be directed at the millions of pocr and crippled children in Latin America.
The corporation began with small scale initial efforts in 1979 focusing on

children in Bogota, Columbia and in Guatemala.

FFC's basic strategy of operation was that of identifying youth with the
most serious of problems or in situations of the highest risk and devsloping funds
for organizations already at work with such youth. Its affiliate, the Kansas
Youth Trust, was developed to address the needs of youth in Kansas. Also in
1979, the KYT began to operate its own programs in specialized areas of need,

such as juvenile delinquency.

KYTs first (and last) project involved a community-based approach to
serving serious juvenile offenders. This project had been under development
since the summer of 1978 and was known as the Transition Care Project. It
provided aftercare services in the Kansas City, Kansas area for serious juvenile
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offenders released from the Kansas State Centers for Youth until June of 1933,
when it was defunded by the State of Kansas. The project used a case

_ management/service advocacy approach to ycuth and provided direct services

such as counseling, supervision, and family therapy.

FFC feit that if KYT were successful in getting the New Pride Replication
grant, KYT would have the capacity to deinstitutionalize nearly all the
delinquent youth in the Kansas City, Kansas area, except those who were
extremely dangerous to themselves or others.

The Project Facilities

For the first 8 months or so of the life of the project, KCNP used the
basement offices of the KYT in a brand new, but essentially abandoned
downtown shopping mall. These facilities were cramped and not at all well
suited to operating the KCNP program.

In the second week of November 1980, KCNP moved into a building leased
from St. Anthony's Parish. Located directly across the street from the court
house, this building served as the new site for the project. The facility was an
unused rectory, which had to be extensively remodeled in order to make it suited
for use by KCNP. The first floor was changed to include a learning center and
snack room. Counseling and admiristrative offices were established on the
second floor and a work experience center was created in the basement. Work

. was completed on the building while the project was in residence there.

Project Purpose and Design

Like other replications of New Pride, the project was designed to address
the needs of teenagers who were chronic juvenile offenders and who might also
have learning disabilities. It was designed tr serve up to sixty youth at one time
and to provide for diagnostic evaluation and a six month course of instruction,
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work experience and intensive supervision. A follow-up period of up to six
months was then provirded for clients after they left the intensive phase.

The services provided by KCNP were characterized by the program as
being "comprehensive, integrated, and individualized. They included the

following: a diagnostic evaluation, intensive supervision and counseling,

" alternative education, job preparation and placement, and follow-up supervision

and counseling.

The central thrust of project efforts aimed at helping nurture in juvenile
offeriders a new sense of pride and self-worth based on a bettér understanding of
themselves and others and the realities of thieir world and of the society in which
they lived. Its particular strength was in the area of youth employment; the
component that received the greatest amount of emphasis in KCNP.

Project Administration

While KCNP was administered by FFC, it was overseen by its own Advisory
Board made up of persons, including youths, from the Kansas City, Kansas
community. (The composition and activities of the Advisory Board are more

fully described below.)

There was an oddity in the administration of the project in that the
Executive Director of KYT, the parent agency, served in a part-time capacity as
Program Evaluator to the project. Wearing two hats, the KYT Executive
Director/ part-ﬁmé KCNP Program Evaluator was actually being paid more than
the Project Director. The Project Director was hired from outside the Kansas
City area. He was a very strong person who had had a great deal of experience

working with youth in institutional settings.

This extraordinary relation between the Project Director and the Program
Evaluator (who was at once above and below him organizationally) worked
satisfactorily in the early stages of the project, but became problematic later

on.
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At first the Executive Director of the Foundation for Children did not play
a major role in KCNP except to assist the organization in getting set up
financially and legally. Later on when the first Project Director quit, the
Executive Director of FFC served simultaneously as Director of KCNP.

The first New Pride Project Director resigned his post after two years as a
result of a break in the working relationship which had been established between
KCNP and the juvenile court. The actions of the KYT Executive Director/KCNP
Program Evaluator and general confusion about who was running the project
precipitated this break with the court. Although attempts were made by the
second director to mitigate these problems, the flow of clients to the project
was jeopardized and prospects for institutionalization and fiscal support for
KCNP were dashed. (The last New Pride client was admitted to the program in
July of 1982, eight months before its Federal funding ran out.)

Staffing

Kansas City New Pride managed to put together an incredibly precisely
balanced staff: 50 percent women, 50 percent men, 50 percent black, 50 percent
white, 50 percent residents of Kansas City, Missouri and 50 percent residents of
Kansas City, Kansas. The distribution of sex and race balance was throughout
the organization, in better paying administrative positions as well as in less well
paying service delivery and clerical slots. In attaining this balance, the most
difficult challenge was in finding professionally prepared individuals who resided
in Kansas City, Kansas. All staff were interviewed by at least three people,
usuaily the Executive Director of the parent agency, the Project Director, and
the Evaluator.

There were early problems with the staff, especially the Assistant
Director, who was officially supposed to do what the Evaluator did so well
(public relations and administrative tasks). When this individual was hired in
June of 1980, PIRE staff commented that the Evaluator, "was already doing a
superb job of what was supposed to be the Assistant Director's, even though he
was not paid specifically to do it
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Early staff turnover occurred in the positions of Job Development
Coordinator, Data Coder, and School Reintegration Coordinator. But after the
early months of project start-up, turnover problerﬁs did not re-emerge as a
concern. Heads of the Diagnostic Component, the Alternative School, and
Intensive Supervision remained on the project until it became reasonably clear
that the project was not going to continue with a fourth year of funding.

The Advisory Board

The Advisory Board met on a regular basis. The Board was very helpful in
providing ongoing suggestions as to program development and community
involvemnent. It was also helpful in introducing the program to the community.
Through the Board's efforts KCNP received many applicant referrals for staff

and volunteer positions.

Representation on the Advisory Board included:

)

° Community residents

. Youth

() Representatives of juvenile justice agencies (Wyandotte
County Juvenile Court; Kansas City, Kansas Police
Department-Youth Unit; Kansas Division of Services to
Children and Youth)

. Representatives of institutions of higher learning

. Representatives of labor unions

o Representatives of local public officials

. Representatives from private industry

The Board had four committees which were established to address the

following concerns:
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° Technical Assistance and Research
. Finance and Evaluation
) Community Service

. Building

Program Components
Primary program components included the following:

° Diagnostic Component

) Intensive Supervision Component

° Educational Alternative School Component
® Employment Component

° Volunteer and School Reintegration Component

Diagnostic Component

The Diagnostic Unit administered batteries of tests in order to assess
physical, educational, intellectual, and vocaticnal needs, as well as the
psychological and emotional health of the clients.. Prospective clients with
Severe emotional problems were on occasion identified in this manner and
diverted from the pregram. Learning disabilities were also identified.

The information gathered by the diagnostic unit helped in the development
of client IISP's and allowed the diagnostic team to present as accurate a picture
as possible of the functiona] ability of clients. Some of the problems identified
by the diagnostic unit concerned the validity or need for requiring certain clients
to take some or all of the batteries of tests when their abilities, attitudes, or
circuinstances rendered the results useless.
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When diagnostic procedures confirmed a handicapping condition not
previously identified by the client's school, and when the time came for the
client to reenter school, the schooi reintegration coordinator often became an
advocate for proper special education placement.

Intensive Counseling and Supervision

Counselors were given very small case loads in order that frecfuent,
extended, and consistent contact could be maintained, both with the client as
well as with the client's family. Counselors worked with teachers, job
specialists, and other project staff in developing a plan of action to address each
client's needs.

Follow-up counseling was also provided after the intensive six month phase
had come to an end. These efforts aimed at assisting the client in adjusting to
the regular community without New Pride services.

Educational Component

The educational program was set up on a learning center approach.
Alternative education efforts at KCNP were based on a psychoeducational model
which aimed at replacing a "failure identity" with a sense of competence and
worth. Attempts were made to mitigate clients' sense of failure by promoting
self-control and responsibility. An attempt was made to address a broad range
of cognitive, emotional, and social-behavioral needs.

The curriculum included instruction in six areas: reading, mathematics,
social studies, language. arts, consumer education, and vocational educution.
Kansas law required that every student be instructed in these six subject areas,
which meant that alternative school programs could not be completely
individualized. After extensive assessments, clients were identified as being

~directed toward a termination placement goal. This would entail one of the

following:
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(1) Reintegration into a formal school situation,

(2) Placement in a community adult education (GED) program
(if GED was not passed), or

(3) No further formal education and placement in a
vocational skills program.

When the goal was identified, instruction was then oriented toward that
goal. Academic objectives which aimed at achieving this goal were written into
the client's IISP. Formal diagnostic evaluations, informal assessments,
background information, the client's legitimate wants, and diagnostic testing
during the client's first two weeks were then used as the basis for formulating
the client's educational objectives. This approach to planning was seen by the
project as accommodating all clients in a personalized way, irregardless of the

handicapping or educational problems present.

By Octceber of 1980, KCNP's alternative school was approved and
accredited and arrangements had been made through the school district for
credits to be issued for the academic work done there.

Employment Componeni

KCNP initiated a broad range of employment options and ways of
developing their employment capability. Realizing the difficulties in finding
suitable placements for younger clients, the KCNP project took the initiative to
seek out and develop options where they were in greater control of the
placement.

One such option was a contract with the Heart of America Soccer League
of Johnson County to construct and install soccer goals on all of their soccer
fields. They also contracted to maintain the fields, which included chalking and
mowing the fields and boundary lines. The youths enrolled in this project were
supervised by the KCNP vocational specialist. Funds to purchase all materials
and equipment for the project were also included in the contract.
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KCNP also developed plans for a work activity center to be housed in their
project facility. Youths employed at the center participated in contractual work
projects under the direction and supervision of program staff. Other projects
provided clients experience in painting, carpentry, bricklaying, masonry, and
landscaping. The project -staff developed these projects in the hope that they
would lead to future employment possibilities with increased responsibility and
skill training. The staff member in charge of this component did an excellent job
of organizing it and was extremely creative in developing new and profitable

ideas.

The employment component also received the special attention of the
project's prime mover, whose special area of interest it was. Because of its
innovativeness, and the success KCNP's employfnent component achieved in
creating and finding jobs for youth in the project, this component of the project

was highly acclaimed.

Special training and seminars were provided for clients to help them
develop better job search techniques and job survival skills. These included mock
video taped interviews and the completion of job applications. Of some interest
was KCNP's practice of paying clients for the interviews they succeeded in

landing.

As an incentive for employers, KCNP spent some time trying to certify
clients for the Targeted Tax Credit Program, but only a small portion of clients
were qualified. Also as an incentive for employers, KCNP solicited businesses
with possible interests in a subsidized work experience program. The project
evaluated client performance in private sector jobs during a 30 day subsidization
period. If work performance was satisfactory, the employer was expected to
assume responsibility for the client's wages and management. A §102,000 CETA
grant had enabled KCNP to pay client wages on work projects.

The activities of the employment component were especially well

developed and seemed to be a positive motivating factor in the client's
participation in the project. They also gained widespréad recognition. As
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successes of KCNP's employment component were shared with other sites,

approaches developed by KCNP were in some cases transplanted and adapted
elsewhere to good advantage.

)Iolunteer and School Reintegration Component

Volunteer Efforts

The goals in securing volunteer services were two-fold. The major
objective was to secure needed services for clients, including tutoring and work
supervision, and to provide positive male and female role models. The second
objective was to make advocates for the program within the larger community,
thereby increasing community support and understanding of KCNP. To this end,
the recruitment of volunteers from the community and from community-based
?nst%tutions, organizations, and agencies was an ongoing process. The following
institutions provided volunteer practicum students and student interns: Kansas
City, Kansas Community Junior College, Kansas University, The Cooperative
Urban Teacher Educafcion Program (Rockhurst College), and Wichita State

An agreement was alsc entered into with Donnelly College, a private
college in Kansas City, Kansas, to provide work-study students. These students
were used as part-time teacher aides in the alternative school. An after-school
tutoring program for New Pride clients remaining in the public schools also
utilized the services of such volunteers. Foster Grandparents helped in the
tutoring program. Foster Grandparents provided work supervision as well. Vista
volunteers provided support to the project by helping to inaugurate a

recreational and cultural activities program in 1982. The Junior League was also
a valued source of volunteer support.

A volunteer list was compiled of civic, business, and social organizations
interested in KCNP's activities. Short television spots developed by the project

highlighted KCNP efforts to help youth, while soliciting volunteers and
donations.
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A volunteer training manual was prepared and each volunteer was trained
by the Volunteer Coordinator in conjunction with the supervisor of the
component in which the volunteer worked. KCNP proved to be an excellent
training facility for practicum and intern students in the areas of alternative

education, special education, psychology, social work, and criminal justice.

The kinds of problems encountered in securing community volunteers
involved lack of dependability and burnout. These problems seemed to be at
least partly related to the economic situation and partly to the fact that most
people needed to earn money for their services and would take paying jobs if

they found them.

School Reintegration Efforts

In KCNP a high percentage of clientele continued to attend regular school
while also participating in the project. School reintegration efforts were
directed towards establishing an effective working relationship with the school
personnel at each school where KCNP had clients attending school. Contact was
maintained on a regular basis by phone to the school counselor. Discussions
focused on problems the youth may have experienced, including such matters as
attendance or peer problems. Through frequent communication, efforts were
made to reintegrate clients attending the New Pride Alternative School back

into the regular school system.

Data Collection and Project Evaluvation

Over its life the project had some difficulties in meeting all of the MIS and
evaluation requirements. This seemed to be owing in part to the fact that the
prime mover's attention was largely focused on building the strongest possible
employment component. It also seemed partly due to the fact that this
individual had major disagreements with the National Evaluation Project
concerning the process to be followed and the kinds and forms of data required.
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Though KCNP used a microcomputer which required duplication in the
construction of datasets and dictionaries, eventually difficulties in interfacing

with the mainframe computer at Wayne State University were satisfactorily
resolved.

The prime mover, who served 60% time as the KYT Executive Director and
40% time as the KCNP program evaluator, ended up spending very little time in
carrying out his program evaluation role. A data coder handled many of these
responsibilities. The evaluator did, however, succeed in carrying out certain of
the major tasks bearing on MIS requirements, including pulling together needed
comparison group data. To accomplish the latter, the evaluator had to go back
two years prior to the beginning of the project to find a comparison group. This
was necessary owing to the fact that when the project started, virtually all
eligible juveniles were referred to it, leaving no other juveniles whose records
could be used in a comparison group.

Eligibility Criteria and the Referral Process

The Wyandotte County District Court-Juvenile Department agrzed to refer
to the program an average of 10 youths per month who met the following
eligibility requirements:

Adjudicated youth from 14 through 17 years of age
residing in Wyandotte County, under Court supervision for
a serious offense, with a record of at least two prior
adjudications/convictiens for serious misdemeanors and/or
felonies (with priority for referral given to the offenses of
robbery, burglary, or assault) within the past 24 months of
the current period of jurisdiction, who would otherwise be
confined to a correctional institution or placed on
probation.
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In the Memorandum of Agreement worked out between KCNP and the

Wyandotte County District Court Juvenile Department, the referral process was

described in the following way:

i t was to begin
The referral process from the Juvenile Cour
with the Probation OQifficer . after _the youth was
adjudicated, but prior to disposition hearing.

An initial assessment would be made to decide if the
client might be appropriate for the KCNP.

i rral notification would be sent to the KCNP
éal;:el\f/l;::zef The KCNP Case. Manager would dthgr;
request an informal meeting thh_ the P:O. and, ld
advisable, with the client. Based on information recewid
at this meeting, the P.O. and KCNP Case Manager wou
decide on the appropriateness of referral to program.

' i then established
If the referral were appropriate, .
* guidelines bearing on due process and right to counsel
were to be followed.

@ Oificial referral to KCNP was to be made at the time of
the dispositional hearing.

The Court and KCNP would fully transmit information on

¢ the client, and this information would be _treat.ed- with all
rules, laws, and policies pertaining to confidentiality.
o KCNP would provide a copy of the termination summary

on each client to the Court immediately upon the client's
termination from the program.

Eligibility-Related Problems Unique to KCNP

There‘had been some initial indications that there could be problems in
obtairing adequate numbers of clients for the project. These concerns turned
out to be valid. When it became apparent that fewer than the hoped for.nurnber
of clients were being referred to the project, the courts hegan to adjudicate

more frequently. While this increased the number of "eligible" referrals, it

qualified the terms of their eligibility in a new way. This meant that man.y‘of
those technically meeting the eligibility requirements (e.g., having the requisite
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number of adjudications) were being referred to the project for offenses which
were of a significantly lesser degree of seriousness than those which the
juveniles first entering the project had committed or which the juveniles
participating in other replication projects had committed.

This difference in the nature of the offenses committed was particularly
apparent because the evaluator had seen to it that the events whicﬁ led to
adjudication and referral were fairly fully described. Some involved property
offenses of a non-serious kind. One example was a presenting offense which

involved attempting to kick a vending machine, certainly not of the same caliber
of seriousness as a burglary.

to obtain needed referrajs. Nevertheless, over the three year life of the project,
only 114 clients were served, while the initial projections indicated that 120
clients per year would be served,

Program Linkages, Impacts, and Related Concerns

For the most part linkages which the Project maintained with the juvenile
justice system s the school system » and youth-serving agencies were substantial
and positive ones which served the project well. Disagreements did develop,
'however, between KCNP and the juvenile justice system in the last year of the
project. These difficulties had a profound negative impact on the project and its
prospects for institutionalization.

Juvenie Justice System Linkages

Court liaison functions at KCNP were easier to carry out during much of
the {first two years than had been the case in other sites because of the proximity
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of the project facility to the Court. Beginning in November of 1980, the KCNP
facility was located across the street from the Court. , Court liaison functions
were performed by the Counseling supervisor. No one person, however, was
dedicated full-time to carrying out these duties. In the first two years of the
program, such an arrangement was unnecessary because of the readiness and

willingness of the court to refer clients.

Community Corrections Advisory Board

KCNP staif were involved with the establishment of the Wyandotte County
Community Corrections Advisory Board and assisted in the writing of the
Wyandotte County Community Corrections Plan. At least partially due to this
involvement, the plan in its original form contained provisions that would have
helped to institutionalize most elements of the KCNP program.

The Probation Department's Intensive Supervision Project

The Probation Department's Intensive Supervision Project began to operate
after KCNP was established. It involved case managers with a low 10-person
caseload, alternative education, employment, and other service components.
The project was not housed in any one place, but services were "brokered" for
each client by the case manager. The program was targeted for "high risk" youth
who otherwise would go to training schools. It had no rigid entrance criteria.
The program grew out of, in fact, a dissatisfaction with the restrictions of New
Pride eligibility criteria. The Intensive Supervision Project had contracts with
New Pride to provide case management and employment services for these
delinquents, in addition to the New Pride clients.

During the last year of the project, however, the breach which developed
between the project and the Court resulted in a decision by the Court to support
an in-house community treatment program, rather thaﬁ approve the diversion of
state funds from the Community Corrections Act to Project New Pride.
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Officials involved in this decision indicated a belief that a court operated

program would be less expensive and involve fewer administrative problems.

School System Linkages

As noted earlier in the report, arrangements were made with the school
system whereby clients would be. able to receive credits toward high school
graduation as a result of work completed in KCNP's educational program. This
represented a solid early achievement of the KCNP project. The relationships
with the public school system remained good throughout the projects life.

——

Linkages with Youth-Serving and Other Agencies

KYT staff established contact and support agreements with the following
agencies to provide direct services to project clients on an as-needed basis:

° Wyandotte Mental Health Center -- emotional problems
e Children and Youth Center -- medical and health

® S‘tate pepartment of Social and Rehabilitation Services —-
financial and social services.

° University of Kansas Medical Center — neurological and
other health-related problems.

Yolunteer Efforts

KYT's Volunteer Component was quite effective in establishing many
positive linkages with youth-serving agencies and with colleges. and universities.
The Volunteer Coordinator worked, for instance, with the Coordinator of
Services for the Handicapped at Kansas Community Junior College, looking into
ways of utilizing volunteers from the student body. Linkages with other
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community-based organizations, agencies, institutions, and members

public generally have been noted earlier.

Media Exposure and Public Relations

Media and public relations efforts geared to increase public awareness and

inform the public of KCNP's progress helped in developing sound linkages with

* various elements in the community and the community generally. In addition to

the TV spots, other PR efforts were quite successful. A major public relations

event that was held in July of 1981 was an Open House and Dedication Ceremony .

attended by over 150 persons. A "White Elephant" sale was held later. The
latter involved many hours of the time of both staff and volunteers. Other
activities, including holiday luncheons involving clients and their families, were

also held.

The results of Pacific Institute's Intensive System Impact Study of KCNP
showed that these public relations efforts were successful. In the first two years
of the program, over 80% of the Youth Agency Directors al"ld over. 65% of the
key decision makers knew about KCNP and the services it provxd'ed. Ov:r
92 percent of the former and 87 percent of the latter were favorably impressed,

rating the project "good" to "very good".

Ways in Which PNP Differed from the Model

Essential emphasis was the major way in which KCNP diﬁere.d from- the
model program in Denver. In the model, the holistic concept of service dehvelr;y
was pre-eminent. Egqually important project components were to Pe .equa tz
emphasized in order to provide the necessary range and depth of servxcesb. t
clients. In Kansas City the employment component was very étrong,. u
disproportionately emphasized. Demands of the school program were sometimes

sacrificed to the demands of the job program. Employment was se?en as far more
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important than schooling.

progress in school, although it could have been used as a significant incentive.

The founder of KCNP was never convinced that much that was useful went

on in the alternative school. Basically, he had never been an advocate of the

overall model. He voiced a particular lack of interest in the model's em phasis on

the diagnostic process and the remediation of learning disabilities. Because of

his powerful project influence and great enthusiasm for what KCNP was doing in

the area of employment, other program components remained without adequate

authority and influence in the treatment experience of clients.

Institutionalization

By 1984, the Kansas Youth Trust had become an inactive division of the
Foundation for Children of the Americas.

ceased in March of 1983 after three years,

until the June of the same year.
Project,

While Federal funding of KCNP had
the employment component continued
At that time the State defunded the Aftercare
which had provided stipends for youth engaged in the weatherization
program. The FFC, with the person who brought the New Pride grant to Kansas
City still active on its Board, was trying to raise money for children in Latin
American by sponsoring magazine subscription drives.

Summation

While this project had certain management and communications problems,

it had some very major assets, chief of which /as the exemplary fashion in which

the employment component was implemented and the positive influence it had on

some of the other New Pride Replication Sites. The effectiveness achieved by

the project generally could be attributed in large measure to the dedication, hard
work, and abilities of most of the administrators and staff associated with

KCNP. Had problems not developed between those involved in adminijstering the

project and the juvenile court system, the continuation of the project might well
have been assured.
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LOS ANGELES NEW PRIDE

On March 1, 1980, the Office of Juvenile Justice and Delinquency
’

Prevention awarded a two year. grant of $900,000 to the Campus Community

Involvement Center, a private, not-for-profit agency with .a number of f::nters
serving the Chicano community. Local matching funding of ‘$90,00.uh \ati:s
authorized by the City of Los Angeles — Department of Health Services wit e
understanding that approximately 30 drug abusers would be treated each year a:
part of the project. (The matching funding was withheld presumably because o

the failure of the project to treat the required number of drug abusers.)

OJIDP funding was to be used to develop and implement a replication of

the New Pride model in East Los Angeles. In Octcber of 1981 OJIDP cut

- . r
$230,000 remaining from the two year grant after finding "mismanagement
, ‘ i et
Ayudate New Pride was mired in problems from the outset which were to g
increasingly worse as time went on. The parent agency closed its doors January

27, 1982.

Programmatic and Fiscal Context

From a national perspective on criminal justice, California is synonymous
with innovation. It has aiways been the first to implement and re?earc}; r:iv;/
concepts, new methods, and the most up-to-date treatment tfechnologms.u : a1ve
treatises designed to be illustrative of community correcnorfs genc:era y .
been written about programs and research conducted entir.ely m.Cahiorma:.(.ue.
Frank, 1971). Alternatives to institutionalization, such as intensive super‘vxls.mr:
non-residential and residential treatment, out-of-home-placemerfts, specia 1z.e
probation and parole units, as well as a host of diversion and crime prevention

approaches--all begin earlier in California than anywhere else.

to
Here the community corrections movement took root and spread out

unit
instigate similar changes in other states. Early research on the Community

ini itioners
Treatment Project grabbed the interest of administrators and practition
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1 around the country, throwing into question conventiona] procedures and
‘ established ways of dealing with offenders. In 1965, the Caiifornia State
Legislature passed legislation which provided a state subsidy to county probation
departments. Reduced commitment rates of offenders to state correctional

Sz T

institutions were made a mandatory condition for the receipt of subsidy monjes.
Other states followed much later with similar legislation, often called
"Community Corrections Acts," (e.g., Minnesota in 1973 and Kansas in 1979).

| By the time the awards were made to replicate New Pride, the State had
enacted legislation to allocate money directly to county criminal justice planning
i’ boards through block grant provisions. Each county was to have a balanced board
f with representatives from each part of the criminal justice system. They were
ig! instructed to develop and implement county plans for the most effective and
i creative deployment of those funds. Statewide, the aftermath of Proposition 13
f was beginning to be felt. Smaller programs began vying for greatly reduced
g County appropriations with powerful, entrenched, sometimes unionized

organizations providing traditional, and therefore, more publicly justifiable
% services.
!

forces that moved California. Decentralization became of paramount concern in
the State and then federally. LEAA was disbanded entirely. A few of the LEAA
functions which remained were consolidated in the Department of Justice such
as the National Institute of Justice, which Sponsors research, and the Office of
Juvenile Justice and Delinquency Prevention. Emphasis in the Department of

% Nationally as well, the winds had changed, spear-headed once again by the

Justice seemed to shift toward research and development efforts with little
funding available for programs.

Early awareness of the impending scarcity of resources prompted keen
competition for every dollar that might be available to agencies for community-
based alternatives to Incarceration.  California alone hosted eight of the

nineteen New Pride finalists, from which the original site selections were made.
Three of these were from the Los Angeles area. Identica] letters of support
were sent from the lozal juvenile court to each of these competitors, indicating
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ients per
that any New Pride Program funded in Los Angeles could expect 150 clients p

year to be referred.

outstanding proposal.

. all estimates, an
Ayudate submitted, by the National

Nevertheless, based on the statistics cited in the Ayudat.e proposaI., e fladlone.
Evaluation Project had pointed out possible problems with the nurn

that might qualify for New Pride given the required ofier.xse ty.pes. e
there had only been 29 total arrests of juveniles for ro Ys

7 112 for burglary, and 22 for non-aggravated assa.ult that
resulted in petitions in 1978. This number would likely be reduced cc?nszd;e:a:i
multiple offender requirements, and further scCreening

According to

this document,

for aggravated assault,

by age limits,
adjudication process.

i e
The National Evaluation Project had concluded that Ayudate might hav

i w Pride
difficulty getting the targeted (n = 120) number of clients who met Ne

ici e match money
standards for seriousness and chronicity. It was also noted that th

30 drug abusers per year,

-ontingent upon the program serving yes
g ot i As the nineteen {inalist

thus introducing yet another eligibility concern.

i i umber of
roposals were reviewed it became apparent that problems with the n
P

qualified referrals in the Los Angeles area were likely to emerge.

The Juvenile Justice System

i j ntional
While juvenile programs serving as alternatives or adjuncts to conve

ished in Los
probation and the incarceration of offenders were well-establishe

i i imed at
there was nothing quite like the New Pride medel, which azf*n =
sffenders within the context of a nonresidentia

At the time of the award to Ayudate the

- Angeles,
treating serious repeat juvenile

program in the community.

i i d fifteen
Department of Public Social Services listed twenty-four diversion an

i the cit
delinquency prevention projects in the East Los Angeles section of : tLo};
Ayudate New Pride originally proposed tc serve youth only from Eas

i i he ELA probation office. This was
and receive all of its referrals from t P e

alone.

Angeles, .
expanded to include additicnal sections in the Greater Los Angele
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difficulties were experienced in getting adequate numbers of referrals from
ELA.

The unit head of the ELA Juvenile Field Services-Bureau agreed to refer

"juveniles, male and female, ages 14 to 17 years old, with two

adjudications/convictions for serious misdemeanors or felonies within the two
previous years." The presiding juvenile court judge agreed to refer the targeted

youth population who resided in East Los Angeles. The RFP did not specify the

need for three prior adjudications/convictions, which was the actual guideline
eventually implemented by OJIDP. This caused quite a problem later.

Juvenile court procedures as implemented in Los Angeles rarely allowed
for youth with three formal adjudications to remain in the community. Rather,

for the first offenses, youth were most frequently diverted, placed on jnformal

probation, and released without a finding if they had no further law violations. If

arrested again for a serious misdemeanor and/or felony,

the case might be
referred downtown for

a formal hearing and determination of guilt. If the count
was sustained, the youth would be placed on formal probation. With formal
probation, as well as with the informal probation which precedes it, supervision
takes place in one of the four fleld offices, while adjudication hearings are

conducted in a central location downtown at the Courthouse.

All activities concerned with the screening of complaints, the decisions to
divert, to f{ile petitions, to supervise youth on both informal and formal
probation, and to select appropriate treatment programs for youth are conducted
in one of the four probation field offices in Los Angeles County. Probation
agents have the authority to initiate any disposition but commitment to CYA,

including short term detention and longer term commitment to county-run
ranches or camps.

The only reason juveniles are adjudicated three times is to initiate
long-term commitments to state training schools, where youth are likely to stay

an average of a year. Third offense petitions are only remanded for adjudication
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when all alternatives available to youth have failed. The LA County CPO
estimated an expense of $2,000 to send a case through the adjudication process.

Difficuities With OJIDP Eligibility Criteria

Given these contingencies it was obvious that Ayudate New Pride could.not
operate within the three-adjudication guideline mandated by OJIDP. There were
simply too few juveniles who qualified given the eligibility criteria. The Chief
Probation Officer of Los Angeles County offered the following analysis:

"A survey of cases within the four area oifices - East L.os
Angeles, Beliflower, Rio Hondo and South San Gabriel
reveals that there were only 25 cases with three or more
sustained petitions for the two year period of January L,
1979 to January 1, 1981. Without further screening of the
cases, it is obvious that not all of the 25 cases would be
eligible for the New Pride Program."

Although he was supportive of the New Pride project, he felt that it would
not be possible to make an adequate number of referrals using the required
criteria for eligibility. Careful scrutiny of the complete offense records of those
juveniles who were referred during the period of time Ayudate New Pride was in
operation revealed that only 16 of 51 clients served met the OJIDP guidelines.

This examination was conducted by the national evaluators.

The Parent Agency and Acquisition ¢f the New Pride Grant

The parent agency began in October, 1972 as an off-campus facility of East
Los Angeles College's Campus-Community Involvement Center (CCIC). CCIC
had been funded by the Office of Education of H.E.W. to provide crisis and

counseling services to students with drug-related problems.

In June of 1973, CCIC became a freestanding agency when the Naticnal
Institute of Mental Health and the Los Angeles County Office of Drug Abuse
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agreed to fund drug-free counseling services to youth living in the East and
Northeast Health Districts of the Los Angeles County Department of Health
Services.

Funding from other governmental and nongovernmental sources was to
follow. Projects which were funded included a minibike/yard service program,

drug abuse programs, a Big Sister program, and a community crime prevention
program. The latter was funded by LEAA.

The program monitor at LEAA who had responsibilities for supervising the
community crime prevention project was the person who first informed some of
the individuals administering that project about the possibility of a national
initiative to replicate New Pride. Several of the CCIC administrators had also
seen a network TV program on Denver New Pride. Subsequently, several of the
CCIC administrators visited Denver New Pride while in Denver attending
another conference.

When the RFP was released they were eager to submit a proposal. They
sought assistance from a professor at California State University at Los Angeles
who had a reputation in the field of learning disabilities. This individual ended
up delegating and overseeing the writing of major portions of the proposal and
putting it all together. He became so enthusiastic about the potential of the
project that he became the project's Associate Director when it was funded.

Several of the kesy persons in CCIC had previously been involved with"

another community agency known as the Greater Los Angeles Community Action
Agency (GLACAA). (The proposal writer was new to Ayudate and had had no
involvement in this organization.) GLACAA was the subject of considerable
controversy. In fact "60 Minutes" aired a story focusing on allegations that
GLACAA programs had been grossly mismanaged. Indeed the individual who held
the position of CCIC Deputy Director in charge of finances was under indictment
for fraud in connection with the running of that organization before it ceased its
operations.
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In spite of the concerns involving some of the key would-be implementers
of the grant, the award was made. As one observer put it, the proposal seemed
exceptionally promising and the need for this kind of program in East Los
Angeles was very great. The principal actors were enthusiastic about New Pride.
Since they had been working in the agency (about two years), it had grown and
prospered. The judgment was based not only on the strengths of the proposal and

a site visit, but also on the recent track record of CCIC. Shortly after the

project was funded, the name of the parent agency was changed, at least

unoffisially, to Ayudate, which means "Help yourself."

General Program Design, Requirements, and Procedures

The program was designed to serve serious juvenile offenders from the
greater East Los Angeles area, between 14 and 17 years of age. Like the model,
it was originally intended to have two phases. These were described in project

literature in the following way:

Phase 1: Intensive treatment - including assessment,
evaluation, programming, and treatment in the
areas of general health, education, psychological,

vocational, and counseling needs.

Follow-up phase - including job placement, follow-

Phase 2:
up counseling, and continuing education.

Each phase was to be of six months duration with total services provided each
client for a period not to exceed one year.

The requirements for admission were as described in the following way in

the project literatures

Referral through the Juvenile Justice System.

L.

2. Parental consent for the juvenile to participate in
Ayudate New Pride. '

3. A statement of willingness to participate by the juvenile.
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4, Written parental and client consent for assessment

5. Acceptance by a multidisciplinary client review panel

Through i
tep gn October of 1980, the intake process was fairly smooth, although
Wwas never implemented. The counsel
. seling coordinator would
from the Probation De st
partment and immediate] i i
. Yy begin meetin ith
Interested parties, includin on ot 1
S 8s of course, the client Aft i
referral form, a decision would b . s ot e o % e
e made as to the eligibility of i
. th
on the New Pride entrance criteria. : ' " e, based

counsgin:: C:ned.‘::hent was*accepted, home visits would be initiated by the
?r inator and the counselor assigned to the client. After all the
papers jvere signed by parents, clients, and the courts, etc., the client N
appropriately placed. Diagnostic assessment was to be arr’an ed h\.vomd. e
This latter phase, as will be noted, was never effectively carriec? outat e peint

Specifi .
o o pl 9c1f1c staff were not assigned to the courts in a liaison capacity until the
nd o 80 when referrals had i
practically ceased. Plans were injtj
time to ) initiated at that
oo ltlav: staff in and around the Probation Department field ofﬂceS
ghout the week in order to identif . i
' ot i .
Pride program. Y potential clients and explain the New

Program Components and Key Staff

Th " Pri i
e New Pride Program in Los Angeles was to include the following

elements;

° Diagnostic Assessment

® Remedial Education
o Special Education

° Intensive Counseling/Therapy
) Job Preparation and Job Placement

° Cultural, Physical » and Health Education

+

5-195

At s et 1 v
e o S
S e e P S8 5+ oyt e g e

3




S S SE S MOV SOV S D0 RO IR QPO IO

I S

e Volunteer Support

Diagnostic Assessment

Diagnostic Assessment was to involve a Diagnestic Team Leader
20 percent time, two school psychologists (each 50 percent time), a counseling
supervisor, and three counselors. (The counselors and the counseling supervisor

would primarily be involved, however, in providing counseling services).

The professor who had done much of the work writing the proposal had
originally been written in to perform in the 20 percent time role of Diagnostic
Team Leader. His enthusiasm for the project became so great that when the
project was funded he was asked to assume a full-time role as Associate Director
of the Project instead. He nonetheless retained diagnostic responsibilities.

Visual, auditory, and physical examinations were supposed to be handled
under contract by the Community Health Foundation in East Los Angeles. This

arrangement did not work out as planned.

Early in the project, diagnostic staff became concerned about the

diagnostic tests that had been used in the New Pride model and that had been
selected for the diagnostic process generally. These replication questions seem
to fade in importance in light of other far more critical problems and areas of
concern which were to emerge later on and which directly affected the survival
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Educational Programs

The educational component consisted of two parts: Alternative Education
and Special Education. Alternative Education was to have two credentialed
remedial teachers, one special education aide, one to two student teachers, and
volunteer assistants. Special Education for Learning Disabilities was to have a
speech and hearing teacher, an LD teacher, a special education aide, one to two
LD student teachers, and volunteer assistants. The Assistant Director was to
serve as the Coordinator of Educational Programs.

In December of 1980, the only teacher who was then a part of the
'Educational Component resigned. Shortly thereafter, his replacement resigned.

' The educational coordinator and only remaining qualified teacher submitted her

resignation effective the end of January 1981.  This staff turnover was
precipitated by problems internal to the parent agency and because of the
extremely low number of clients to be served.

Intensive Counseling/Therapy

Intensive Counseling/Therapy was to have a counseling supervisor, three
Counselors, one to two Master's level counseiing interns (Guidance, School
Psychology, Clinical Psychology), and volunteer assistants. Arrangements were
made whereby graduate interns in the areas of special education and counseling
could be assigned field work placements in Ayudate New Pride. |

of the project.
Though the intensive supervision component always maintained staff, the

In April of 1981, OJIDP issued a first notice to Ayudate of their intent to -counseling supervisor had no autonomy to contact the court system. Eventuall
* Y,

terminate the project. They cited the project's failure to implement the
diagnostic assessment component and to provide the diagnostic services required
as a major reason. OJJDP also cited the project's failure to develop appropriate
individualized service plans (IiSPs) for each new client entering the project.
According to OJIDP, assessments and IISP's had not been completed on any

he was fired for refusing to respond to an order from parent agency management
to intervene in the personal life of a staff member.
4

active cases as of March 1981.
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Job Preparation and Job Placement

Job preparation and job placement were seen as encompassing vocational
guidance, exploration, on-the-job training, and work study. The staff to be hired
for this program component include& a coordinator of job preparation and job
placement, two employment counselors, one employment counselor aide, and one
oF two vocational rehabilitation interns. On-the-job training (paid) in local small
and middle-sized business firms and work study programs which would be done
for high school credit were to be made available for clients. The work study
programs were to be with local businesses and companies and existing Ayudate
programs. Five vocational education training programs in the community were
also to be utilized.

While initial efforts were made to involve project youth in a lawn care
project, this arrangement broke down when the director of the employment
component left for another job in the fall of 1980. Subsequently, the
implementation of this component ceased. It was not in place one year after the

start of the grant.

Cultural, Physical, and Health Education

The Volunteer Coordinator who also had responsibilities for school

reintegration was to be involved in providing cultural services. Various field.

trips were to be arranged.

Physical education activities were to involve consultants as needed.
Activities at local recreational facilities and parks were to be scheduled

involving all of the staff.

Health education was to be handled by LD and remedial teachers, aides,
counselors, and other community health care resources. Topics to be covered

included nutrition, personal hygiene, and sexuality and the adolescent.
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Volunteer Support

This program element was never fully implemented. Some of the volunteer

efforts which did occur are noted in the section on Linkages; Impacts, and
Related Concerns.

Data Collection and Project Evaluation

A Director of Management, Information, Data Collection, and Program
Evaluation was to serve in a full-time Capacity for the two years of the project.
According to the original proposed organization chart, this person was to be
assisted by a data coder. No provision for such a position appears, however, to

have been included in the proposed budget as it was originally submitted.

The implementation of this program element was delayed, in large measure
owing to administrative and fiscal problems internal to Ayudate, through the
first year of the project. Money was not made available to operate the computer
terminal, although the evaluator did participate in national training events.

The project had two persons serving sequentially in the role of evajuator.
The second was far freer than the first to perform his role, but because of the
program's severe problems, even his fine efforts could not make. up for or fill in

the gaps left in MIS and evaluation efforts undertaken in the first year of the
project's operation.

The Advisory Board

Fer all intents and purposes, the 'New Pride Advisory Board was
non-existent. While planning had been done which might have culminated in the
establishment of such a body, it was never fully carried out. According to the
proposal the Advisory Board was to meet on a bimonthly basis and provide input
into project design and progress. The Project Director was to be in charge of
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establishing and coordinating the Board. Its mwmbership was to hav

the following:

° Local public officials (city, county, state)

- s unit
Parents, other private citizens residing in the comm y

®
i i nseling and
‘ sychologists, school guidance cou _
* gii.ugiit;cgz, pir);onnef voc,ational educational professionals
i ine ders, representatives
unity leaders busmn.s.s lea ers,
’ g‘?:rr?zn::omn{unity agex’mcies serving delinquent youth
° Students of Ayudate {selected on the basis of peer group
recommendations)
® Juvenile justice professionals (correctional, probaticn,
judiciary, legal) ‘
® Law enforcement agency representatives (LAPD, LA City
Sheriffs)
° Human services professionals (DPSS, CETA, Department

of Manpower Development, mental health clinics)

The Board of Directors of Ayudate did function at times in an ad::s:;z
capacity, but the oversight they exercised and the actio'ns they :j;;;:; "
any substantive impact on the manner in which the project was aneges o

rogram outcomes. In the last months they did oversee the deve opn e
irocedures manual, which, owing to the early death of the parent agency

as the project, was never really used.

Administration

« . . . eg e . . . . .

izati which had
had not been depicted in this way in the proposed organization chart. :
- Ten percent and 15 percent of the time of the
were, however,

i I.
accompanied the proposa !
Ayudate Executive and Deputy Directors respectively,

earmarked in the proposed budget.
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In practice the Project Director and Associate Project Director did not

Operate autonomously in any sense. Neither could obligate project resources to

Is. All purchases had to be approved by the
Ayudate management, which often either failed or refused to authorize essential

expenditures. The Associate Director of the New Pride project reported to the
Director,

purchase needed educationa] materia

while the Director was answerable to the Executive Director of
Ayudate. The Ayudate Executive Director and De

puty Director held the tightest
possible rein on Ayudate

's projects in the sense that No major or minor decisions
Could be made by the Project Directors.

Ayudate finances were handled by a consultant and his staff.
financial staff spoke English.

Neone of the
As few of the staff or management of LANP were
bilingual, this made communications concerning fiscal matters difficult. .
financial problems of the project as well as A
imaginable sort:

The
yudate generally were of every

° Checks were not issued on time.

° Checks which were issued by Ayudate had bounced so

often that eventually only one bank in the area agreed to
cash them.

® Employee benefits, including health benefits and
retirement, were never properly taken out and provided
for. (The Federal government eventually attached ljens

to all Ayudate bank accounts for failure to pay payroll
taxes.) .

) The purchase of materials essential to the operation of
the components of the project and essential to day to day

operations either never 8ot authorized or were never
purchased.

o Materials which were finally authorized and purchased
never appeared,

Numerous irregularities were eventually alleged by the staif and/or
uncovered by persons visiting the project. Early in the second year of the

project the problems became SO great that auditors from various levels of

government representing tax audit and funding agencies descended on Ayudate.
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By the time all Federal funding was withdrawn from Ayudate there were eleven
resident auditors daily going over Ayudate's books. According to several sources,

records of the organization never were adequately sorted out.

It bears noting here that according to the original proposal t.he Project
Director was to function in a primaril.y administrative capacity with all key
project personnel directly accountable to himj; as is pointed out her.e, howeverd,
the project never had autonomy and its activities were for .all intents ar:

urposes dictated directly by the parent agency. The Project Director was also
o developing a strategy for
In addition, the Project

to assume . primary responsibility for
institutionalization after Federal funding ceased. e
Director was to interface directly with all juvenile justice agencies xf\ all pha:ses
of the project as well as with community resource agencies in the project service

area. Neither of these tasks was effectively carried out.

Project Facilities

Initially Ayudate was renting a facility located in East Los' Angeles on Eas;
Whittier Boulevard. In that this building was only available on a month to m?;t
basis, Ayudate explored other possibilities. They found a more ample faci TL;.:
(4,400 square feet) on South Garfield Avenue, also in East Los Ang.eles. By
building selected was right on the bus line and in neutral gang territory. ;
location made it ideal in that gang members would not have to cross the
territories of rival gangs in order to reach the project. They were able to lease

this building beginning August 1, 1980.

The building at the Garfield site was in need of major remodeling.
Classrooms had to be set up in order for the alternative school to function. In
idi nce

addition to three classrooms, remodeling plans called for providing a confere

i i im \4 nts were
room, a reception area, restrooms, and nine offices. Other ir proveme
?

also to be undertaken.
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While efforts were made 1o carry out the necessar

Yy remodeling tasks, they
were not carried out adequately.

By the time the project came to an end, the
remodeling efforts had still fajled to meet code requirements.

A much newer building on Washin

gton Avenue, two blocks away from the
Garfield facility, was secured during the first

year to serve as the administrative
offices for the parent agency.

Offices were alsc maintained there for the

administrators of the project. The firm which was contracted to handle

Ayudate's finances also used offices at this site.

Project Management

During the early months of the project the first
regularly involved in New Pride affairs.
written the proposal, was, however,

\ responsiBility for developing the program c

Director was fairly
- The Associate Director, who had
the one who assumed increasing

omponents and overseeing day to day
operations. Owing to the fact that the Ayudate Executive Direc

tor and Deputy
Director were desirous of maintaining control of the project,

the Associate
Director was not allowed to take any independent action or to

perform any
liaison or public relations functions without the Project Director bej

ng along.

The first Director became less and less involved in

the project after the
first few months,

evidently owing to problems of a personal nature. When he did

return to Ayudate, he reportedly was spending most of his time writing proposals

for the parent agency. The Associate Director was for al] inten

ts and purposes
serving as Acting Director,

but with serious constraints on his actions placed

there by the Ayudate Executive Director and Deputy Director, including an

procedures and an absence of

influence concerning resource acquisition and utilization. The
Associate Director's hands were tied.

absence of authority and agreed upon operational
control or

For most persons the constraints placed on the Associate Director would

have proved too much and they would have quit. Because of this individual's

Tt e e
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overwhelming dedication to what he saw as being the goals of the project and u
because of his abiding commitment to dcing all that he could to achieve those ¥ that on one occasion he had used hi

. . . . . . . is ow
goals, he did not quit. Neither did he lose all hope. His health, however, did fail N personal resources to provide salaries

and he suffered a heart attack in the first year of the project, apparently
precipitated by the emotional strain of fighting a losing battle. He left his A group of particularly dedicated stats e
position because of these healtb-related problems. felt so deeply concerned regarding a wide r::’g :f :fbecame so disgruntled and
‘ ' | problems affect : - management and fj
their coneorn, ii"ngW :1:::1 anc; hsnfhng the project's potential that they expre:;a:
’ | : state and federa] oo 8 ey.sent letters to OJIDP and other agencies of
; : government which they felt would be concerned. These staff

members soon t i
s hereafter resigned or were fired. In fact, by the time th
into its © proje
o second year there had been a turnover in practic o
project's staff through resignations and firings ' Ry el the

The Staff During the Initial Months

With only a single exception all key staif members were hired through open

competition. The Associate Director was able to ‘play a key role in the hiring

f

|

f

process and in helping ensure that strong, well qualified individuals were |
.

i

selected. '
! The Second Shift of Staff and Management

With a qualified staff in place, certain problems began to emerge, a prime |
’ A new Project Dj
Irector was hired to
replace the old one
« The first

i
|
Director wa
({ i '3s moved over tc Ayudate to work there. Many of th
j; - Ither forced or precipitated by OJIDP when it be b 5€ changes were
gan to become aware of th
e

one being that the Executive Director of Ayudaie and those closest to him
apparently felt threatened by a highly professional staff. Tensions between
those having professional backgrounds and those at the highest levels of the
nature and ext .

Xtent of the problems facing the project. OJIDP sub

: sequently

parent organization who had no professional credentials served to create a
conducted its et ot .

own investigations into allegations of mismanage
ment,

Conversely, the

disharmonious setting for the operation of the program.
professicnals on the staff were used to having a certain degree of autonomy to |
i ] The second Proj '
i ject Director se
i eemed to hay ‘
; ¢ @ somewhat freer hand than

do their jobs and they were quite unused to having their proiessional capacity
the first in overseej

was under :eemg the day to day operations of Ayudate New Pride. H i

e thu . . « He sti

The Executive D mb of the Executive Director and Deputy Director of Ayudat
ive Dj Udate.
lrector of the parent agency was now, however, threatened with

i

Curtailment of i :
' funding for the effort if management and fj
not straightened out, iscal problems were

e e o g

restricted by persons who had neither credentials nor expertise.

Prcject Staffing Over Time

- The project was to have two "shifts" of staff. The staff which had

originally been hired became increasingly distraught concerning the manner in
which the parent agency was constraining and ac.tively undercutting the project's
development. They were also understandably upset about how the finances of
the organization were being handled, including being paid late or having
inadequate materials to carry out their assigned tasks. The first Associate
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programs.
beyond East Los Angeles.

T

The scarcity of referrals forced the project to look to other sources

;The project was never fully restaffed after the first staff was gone. There

also was little if any indication that the nsecond shift" of staff knew anything

about the New Pride model which they were supposed to be replicating.

The educational component had never really gotten off the ground during
the first year and there was no school operating during the last months. A
couple of counselors were hired, but no supervisor. A new evaluator was hired
who did a yeoman's job in straightening out the MIS aspects of the project, to the
extent that this was possible to do and to the extent the data were accessible
and had been gathered in the first place. Most of the diagnostic data had never
been adequately gathered, because the testing was not done. Money was not
approved for diagnostic materials until the second shift of staff. Thereafter, an
outside consultant from a local university provided testing on an as-needed basis.

It was too late, however, for such relatively minor changes to help the project.

Funding was withdrawn from the project by OJIDP prior to the end of the
second year of funding, when, upon further investigation, a more complete
picture of the nature and extent of the problems afflicting the project emerged.

Other agencies providing funds to the parent agency were soon to follow suit.

Program Linkages

An extraordinary amount of effort had gone into the 'preparation of the
proposal submitted to OJIDP by Ayudate. A very broad range of letters of
agreement and support had been solicited and included in the proposal. The
letters indicated that groundwork had been laid which would help ensure the
development of sound linkages between the project and all elements of the
community. Written agreements were included in the proposal which involve the
juvenile justice system, educational elements within the community, job training
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and job placement opportunities,

arr i
angements with youth serving.agencies.

Juvenile Justice System Linkages

Referral agreements had been worked out
tt'fe Presiding Judge of the Juvenile Court of th
District Attorney of the County of Los Angel
Bure.au of the Probation Department, ;
Administrator of Parole of the California
Reduction Project of the California Yout
District Judge. In the opening months of t

Youth Authority; the Gang Violence
h Authority; and the United States

\ he proje i
Direc project the Director an ‘
tor spent a great deal of time contacting and meeti ¢ Associate
eetj

Juvenile justice System. Soon, however
’
slacken off when the Director

ng with persons in the
communications seemed to stall or
dontod ect faded out of the picture.
) Fity to initiate or maintain such contact
980, as a result of external pressure, ¢

Everyone else was

By December of

there was a
. are . renewed ef i
mmunication with all agencies concerned o bl

. Direct co icati i
) . ' mmu
stablished with probation departments and the een ks ere

D.A.'s office.

School System: Linkages

An agreement had been included in the

Education Center and the project Proposal between the Almansor

The Center a .
program, speech and language therapy greed to offer a basic education
?

specified per diem rate for tuition.
reintegration efforts aimed at hel
private or public schoo} programs.

and sensory-motor training at a pre-
'1;he Center also agreed to maintain active
PIng learning disabled students return to

Eight schools wer
S € contacted in the injtial
wchools g lal months of the project
lcated an interest and will; .
efforts, - i

These
gness to cooperate with project
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in advance with the following:
e County of Los Angeles; the
es; the Juvenile Field Service

Los Angeles County; the Regional
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Linkages with Youth Serving and Other Agencies

Cooperation with community agencies was seen by the first program
evaluator as being good to poor. He pointed out in January of 1981 that 'some
community agencies in East LA had been less than cocperative. He noted that
getting medical/health provisions for clients had been a constant problem and at
that time was not nearing resolution. The same evaluator noted, how?ver, that
Ayudate New Pride had had considerable success in securing tours and tickets for

various educational/recreational activities and that the clients had reaped the

benefits of such generosity.

Job training and job placement agreements included in the origirlal proposal
involved the following three firms: Coffee Time Incorporated, Wood Concepts,
and Schaeffer Grinding Company, Inc. Agreements were also struck with th.e
Department of Special Education and the Department of Guidance.and .PUPll
Personnel Services (Vocational Guidance), both of California State University at
Los Angeles to provide volunteer intern placements. After initial efforts to
establish communication by the Associate Director, no follow-up took place to

reinforce linkages or implement the agreements.

Ways in Which the Project Differed from the Model

The essential structural difference of this project from the New Pride
model was the relationship that Ayudate New Pride had with the parent agenC}".
The parent agency did not allow the project any autoriomy and. mafie it
impossible for those attempting to manage the program to funct'xon in an
effective manner. Because of the many problems plaguing the operation of the
project, the program components never became fully functional and cannot,

therefore, be compared with those of the model.
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Institutionalization

While there were some early efforts to develop and pursue a strategy for
institutionalization, there is no evidence any sustained efforts were expended on
institutionalizing the project. The first Director, when asked about plans for
institutionalization in an early interview with the National Evaluation Project,
had mentioned his intention to seek funding from Private industry. In a similar
early interview, the first Associate Director had mentioned that injtig] contacts
had been made with the State Department of Special Education and LA City
Special Education personnel. None of these contacts resulted in any agreements

to provide funds. As the program never succeeded in becoming fully functional,
it never reached the point of being salable.

Strengths and Weaknesses

The greatest strength of the project was in the dedication and tenacity of
the initial staff and especially the person serving during the first year of the
project as Associate Director. The efforts of the final program evaluator also
represented a strength. To some extent the efforts of both the first and gecond
Directors represented strengths, the first Director during his initial participation
in the project which was effective, and the second Director for his conscienticus
effort to keep the project afloat and get it back on course.

The weaknesses of the project can be summed up in a word;
"mismanagement,* The responsibility for the mismanagement was directly
traceable to the parent agency, which never allowed the project the autonomy it
needed in order to evolve and survive on its own. In their April 1981 letter of

intent to terminate the project, OJIDP cited as major management problems the
following:

] Staff turnover

o Payroll problems
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® Low client flow

Critical program elements not operative (employment,

. - [, .
volunteer support, and diagnostic serv1ces'

i S0
Questionable documentation of the offense records of clients was al

ited by OJIDP The agency found clients' records inconsistent and/or
Cl L)

. . ect
inaccurate. OJJDP also cited Ayudate New Pride's failure to operate.a projec
l . d the
which was cost-effective in relation to the number of youth served an

services actually received.

The fiscal problems of the project alone would have destroyed its \‘liabi'li‘ty.
Combined with stultifying and unworkable management problems and. pracnf:est,
not even the most dedicated, expert, and enduring stafif and senior prc:]eec:f
management could have ensured the project's survi\'ral. Here \?ras ax; e;car:::o -
the parent agency effectively undercutting, thwarting, and ultimately destroy

any hope of success there might have been ;or its replication project.
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PENSACOLA NEW PRIDE

A two-year $1 million grant was awarded to the Community Menta] Health
Center in Pensacola, Florida in March of 1980. The Community Menta] Health
Center sponsored the grant with the Director of the Center's Child Development
Program being responsible for putting the proposal together. When the project
was funded he became jts director. The project was re-funded in each of two‘
subsequent funding years and ended in March of 1984,

General Status of Local Juvenile Justice System Efforts

In 1978, over 2,000 juvenile delinquents were handled by the county. Of
these, over 1,000 were adjudicated. Options available for adjudicated youth in
Pensacola included commitment to residential training schools. Supervised
probation was also an option, and restitution and community services sentences
were also given on occasion. Operation Divert had provided an additional
altérnative prior to New Pride, and PNP became still another option.

The Probation Department, called "Community Control," was a part of the
State Department of Health and Rehabilitative Services (HRS). HRS operated
all social service programs within the state spanning the gamut of health,
medijcal, welfare, and rehabilitative services. Included were other juvenile
justice system related services such as in lieu of- prosecution programs.

By 1981, the juvenile prosecutor could direct file juvenile cases in adult
court depending on the age and nature of the criminal activity involved. This
provisiun of statute was vigorously employed by the Pensacola District Attorney
responsibie for juvenile matters. In fact, more youth were waived to adult court
in Pensacola than in Miami or any other county in Florida. Since juvenile
sanctions could be invoked one last time for individuals SO remanded, many youth
whose cases were wajved were eventually served by PNP.

S-211

T e eyt

TN e e e b ke MR Rt dsatns . R N E DRI i




R

The Parent Agency

The parent agency of PNP was the Community Mental Health Center, one
of the largest private not-for-profit agencies operating in Pensacola.* It

provided a wide range of residential and day treatment services. Such services
included psychiatric, drug abuse, aicoholism and related counseling programs
involving the provision of family, individual, and group counseling services.

Prior to New Pride the Community Mental Health Center had gained
experience working with youth, particularly those with learning disabilities and
delinquency problems, through a program called Operation Divert. Operation
Divert had been funded by the Office of Education for ihe Handicapped from

1978 to 1980. It enjoyed a fine relationship with the juvenile justice system that

proved very useful for PNP. Since one of the components of Pensacola New
Pride (PNP) was the diagnosis and remediation of learning disabilities, a

substantial part of the staff from Operation Divert moved over to PNP.
Operation Divert's funding ended in June of 1930, while PNP's funding began

March [, 1930.

As the project was implemented, the Community Mental Health Center

TR

T

provided considerable administrative support to PNP. In addition to funding the
proposal submission process, travel, and other project costs prior to award, the
Center provided personnel and accounting support for PNP. They also assisted

with reporting requirements and helped generate budgets.

With regard to community relations, the Center Director and members of

the Board of Directors were available to assist the project in any of a variety of
ways. They provided counsel and even direct help in establishing linkages and

networking with others in the community.

Its name was later changed to "Lakeview Center" because of its more
neutral connotation. However, throughout this report the agency is

referred to as the Community Mental Health Center.
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would not have b
Training for. een able to afford otherwise. The Director of |
r the Ce ) n-servic
workshops for the P;;er Was able to bring in consultants and trainers to rue
) n
; staff. PNP staff, in turn, also provided .
or other Center personnel, ed tralning sessions

Program Design

PNP was a non-residential, communijt
adjudicated ; . y-based treatment progra
e Counsef;nugth a\;/::t:na :xstory of s?rious offenses. The project wai degsigr:edf::
0 apprommatel; o 'ua 1v.e education, vocationa] awareness, and employment
sites, the acua| J veruk.g offenders annually. As was the case in all oth
@l number of cljents served fell far short of projections. In its foz:

adjudications ;
oride and a recent infraction in the community. As with oth
e Project replications . with other New
» the program was desj
) . esigned to i ;

Intensive su isi . 18 provide six mon
Pervision and intervention services ang six months of foll e

ollow up.

supervised the issi
the Project D ::lf;:fss:en ‘:f the Nt::-w l?l‘lde Proposal and subsequently became
oroject when responaibitia as 1o relinquish his first hat nearly two years into the
this change and o, e L'es for bojch became overburdening. A major reason for
pressures brought to bar 1:c:rehase m.a.gency focus on PNP seems to have been
Center, who hg . :Ct e jac:(mxmstrator of the Community Menta] Health
the MIS and evaloostr, r'easxngly concgrned Over problems in carrying out

3 requirements of the New Pride project in a timely

1

as jeopardizin ;
Center and itsg e funding as well as the hospital accreditation status of th
programs. Those problems ©
w
months of the project. ere not fully resclved unti] the final
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Staffing

There had been some difficulty in getting staff initially, but this was soon
resolved. The project was obligated to pay staff by the same pay schedule used
by the Community Mental Health Center, which pays by degree, not specialty
area. The project had a hard time finding minority staff in part owing to the pay
schedule criteria coupled with a lack of qualified individuals applying for work at

the Center.

Over the four year life of the project the persons holding the positions of
director and assistant director remained the same. Significant changes did occur
in several other key staff positions, including the heads of all of the components
and the project evaluator. The change in the head of the intensive supervision
compenent resulted in major improvements in the overall effectiveness of the
project. Replacement of the original evaluator with a more effective one in the
second year of the program helped the project meet major evaluation

requirements.

As initial staffing problerﬁs were resolved over the first year or so of the
project, the staif became extremely supportive of each other. In fact, in the

view of one evaluator, there seemed to be an overall effort to please.

A considerable amount of time and attention were given to in-service staif
training. Training meetings were held on a frequent and regular basis. These

seemed to contribute in a positive way to staff effectiveness and morale.

Advisory Board

The Advisory Board of the project did not maintain a high profile or seek to
have a major say in project efforts. The capabilities, expertise, and direction
provided the project by the Director and his staff may well have been the
primary reasons that such a low profile was kept. The fact that the project was
part of the Community Mental Health Center, a well-established county agency,
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may have meant
i a?;l‘:,ai.:or:embers.selected for the Advisory Board were accustomed
e . ¥ capacity to well-run programs.

. profile may well have been the fact that the j
major departure from the Operation Divert program e

A thir_d reason for the

Ct did not represent a

Project Facilities

» Initially the project's facility provided adequate

space that Operation Divert had used. This invjlv d Spa'ce.
feet of space. Subsequently, e
hired. Additional reoms had

PNP used the same
under 5,000 square
space problems developed as new staff people were

to be converted to serve new purposes

needs at Tw i
the outset were for more office and storage space 0 main

The classr
- OOom was arranged as an open classroom setting
e . » |
S$ confining than separate classrooms.

a ive -
Iternative 'school, and youth with emotionaj pro

This seemed to
LD students, clients in the

) . blems referred bv :
schools all received indjvidual instruction in the same | e public
§ arg

€ room. A basketbal]

Program Components

Alternative School

The Alternati
nterest 1 o rnative School began to operate on August 4, 1980. Of particul
is + . icu
e fact that in the early days of the first year of the school t: r
’ e

classr i
Oom was composed entirely of New Pride clients

1982, classes were mixed. Beginning some time in

They | .

from the juvenile center thate?’ included New Pride clients along with children
Is part of the Community M

. t t

and children who attended the emotionally handica Y Mental Health Center

operates for the county schools. Pped program that the Center
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R, R eChmiok et
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holding the position of counseling supervisor at the time,

}

|

{[ territories. This problem evidently arose because of the actions of the person

N j
| i ted
i i ile this change was necessita
termingled. While t

: The teachers were also in
[

b b‘ id et C t 't ‘d t H M b 4 !

no had far less serlous hehavior Counseling component as the central and most important component in the entire
i i uth who ha | . . . . ' |
juvenile offenders into close contact with yo felt to have had a beneficial : pProgram. They did not fee| that their actions with the juveniles needed to be
i ixi was fe o] . ' . . '
g atoc on sh youth ith She : behavior and delinquency : : necessarily supportive of the educational staff and thejr efforts. Indeed, the
i ost serious : . ‘
e | teachers felt for a time that the counselors were undermining their efforts and
problems. H failing to provide the kind of Support that would have been helpful to them.
ound % 7 When the counseling supervisor was moved out of this position and into another
. ths of the project the attendance averaged ar | f ‘ o | |
o, e o les were worked out . | part of the parent agency, this situation was rapidly resolved.
70 percent. This situation improved notably when better rules |

The employment component initiated jts three-phase system of services in
i October of 1981, During the first phase all juveniles participated in group work
‘ for several weeks and Pré-vocational skills were taught. These skills included

The Intensive Supervision Component

L ivation to compieting employment applications and learning effective interview techniques.
. f the program involved creating internal motiva - ) . e
The major thrust of P taff tried to encourage the In the second phase, the juveniles were worked with individually to explore
: roject staff . . . . . . .
change on the part of the clients. The proj d they tried to make Interests and identify potential placements. During the third phase actual
- i n actions an . . PR
clients to take responsibility for their ow fractions flow naturally and interviews were arranged and real efforts were made to obtain job placements.
. : rule infracti . . . . .
whatever sanctions that were imposed for emed to be a fairly This component proved to be particularly effective and innovative.
logically from the behavior. In sum, the approach taken se

i i inciples. |
straightforward representation of Adlerian princip i . T— -

part-time job placements.
function in a mutually supportive way.

) . iect' i In assigning clients to jobs, employment counselors had to be concerned not
. had not gone at all smoothly at first. Early in the project's . - ’ . .
This approach had not g - only with the ability of the clients to perform well, but also with the

R ~

.

. consequences of the ¢lients' performance on the ability of PNP to hold onto that
job placement. [t two or three clients had been assigned to a particular
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over the life of the project. The person who had served as volunteer coordinator
at the outset had done a very good job. When she left, the volunteer component

i nent
placement in the past and performed poorly, or only marginally, the employmen

l l l | . . l | . |] . I l- |

became somewhat disorganized and relatively weak. By late 1982 this situation

. . changed with the hiring of a new person to provide public relations services and
of losing the placement entire
that placement for fear of

. : i needs. ‘ oversee the volunteer component. The volunteer program took on a new life.
counselors became increasingly adept at balancing both client and project . - o

. sah Volunteers served a variety o functions. e rovide i i
On the innovative side, PNP created a business which in turn contracted 1 ‘s y‘ £ cti ) They provided clients with
individual tutoring, ran arts- and crafts projects, and supervised recreational
activities. Graduate students in psychology used practicum placements at PNP.

B A 0 S s S

with the Fiesta of Five Flags to provide the labor to clean city streets and

(i business
sidewalks after several Festival Week parades. Other contracts and busi

~ ' ] " The Pensacola Education Program for physicians placed doctors on month-long

i iding for:
efforts included providing To Fersacas Bcatin

The lawn maintenance of a National Guard Armory and

° . . |
other lawn care contracts. The only problems with_the volunteer effort involved the large amounts of
. staff time required to train and su ervise interns and other volunteers.
Janitorial service for the Child Development Center 'Ofl q p lu s
* ihe Lakeview Mental Health Center and other janitoria | Eventually, velunteer services were not seen as being worth the effort put into
contracts. them.
° Washing vans for the Council on Aging each week.
to a new location.
i he contents of a halfway house . .
* Movine * The Diagnostic Component
] Painting the interior of a rental house.
. . A : PNP had an extraordinarily strong diagnostic component. Strength in this
. jon was a part of the survival skills curriculum. - 3 ' . .
Vocational education component was not surprising in that there had been a strong diagnostic

i : juveniles to ;
variety of exercises, activities, and experiences were used to expose j 3

. component i eratio iv d in other uni r
i k. Interest tests, films, personality assessments, pre-vocational mp In Operation Divert and in other Comm nity Mental Health Cente
the world of work. ’

activities which focused on juveniles with learning disabilities. Those persons in
charge of implementing the diagnostic component of PNP had had extensive
: experience in such efforts. The Project Director was an educational psychologist
| with training in the area of learning disabilities. The Assistant Director had
prior experience and familiarity with children diagnosed LD.

i i iculum.
skills training, and career exploration were used in the curricul

Other experiences were used to expose clients to employment possibilities.

3
i

-~ : ilable for hands-on work in ' . . . )
experiences and opportunities that might be availab Testing of New Pride clients was normally completed within the first two

weeks after the youth entered the program. If some of the tests had been
administered in the recent past, those resulits would be used rather than
readministering the tests.

unskilled labor positions or on-the-job training.

The Volunteer Component

The role played by volunteers in the project seemed to vary considerably
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i ' evaluator felt that this was particularly remarkable given vast differences in the
3

Following an assessment of the results of the testing, the diagnostician
prepared written recommendations 10 the teachers indicating both strengths and

weaknesses of the client. The teachers seemed quite willing to use the results of
They were

the testing in designing the client's curriculum and program.
The

confident in the educational assessments of the diagnostic component.
results of the testing were discussed at the Individual Service Plan meeting and

incorporated in the development of the treatment plan for the client.

The primary use of the test scores was in conjunction with the academic
program at New Pride, but the results were also available to the case managers
involved with the client and to the employment counselors, who had
understandably less use for them, but who used the data when appropriate.

Clients were informed concerning the results of their tests, with their
strengths generally given the primary emphasis. If the tests indicated that the
client was learning disabled, the diagnostician would indicate this to the child
and discuss with him or her special programs which might help upon reentry into
The diagnostician also made an effort to inform the client's

public schools.
parents of the results of the testing, although such attempts were only successiul

in a few cases. .

Early in the project, the diagnostician had felt that the test results were -

not used as much as they should have been in designing the curriculum for the
clients. This situation appeared to change for the better a year or more into the
project, when there was a change in the person holding the position of teaching

supervisor.
The Holistic Approach
In the view of one of the evaluators of the project, the most interesting

part of the approach taken in Pensacola was the extraordinary degree of

cooperation which evolved among the various components of the project. The
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training, background, and experience of staff members. This evaluator felt that
as the project evolved, the staff proved itself to be increasingly adept at wcn-k‘a
together for the benefit of a single person. The diagnostic procedures fed ir::g
the' development of a comprehensive plan for each juvenile coming into th:aJ
project. In order for this plan to be implemented effectively, efforts of staff in
a-ll c.o.mponents of the project had to be mutually supportive and well meshed
ngmncant attention was given to regular meetings at which client progress w .
discussed, and to keeping lines of communication open between pro'ezi
conx?onents. In these ways everyone who needed to know was kept informeil of
pertinent developments bearing on the progress of each youth.

Data Collection and Project Evaluation

| While the overall service delivery was extremely effective over most of
the life of the project, internal and external evaluation efforts were severel
hampered until the final year of operation of the project by problems bearin o:
managing and evaluating information. Collecting and processing data pertifent

to . .
evaluating the project's overall effectiveness were limited due to the’
following causes: )

L Initial probl i )
comPongnt. ems In adequately staffing the evaluation
® A computer designed only for the on-line entry of

:'t;ic:-;rtr:'a;i&n, as tc.:pposed to one with a memory that could
ormation into the data fi ichig
more replaty. a files at Michigan much

° A long-term problem created b
rm ' y absence of management
support within the project for the evaluation compo%xent.

° Uneven utilization of dat i
\ a which was collect
particularly under-utilization of data gathered for ter?é
purposes of program improvement.

® Absence, until the final year i .
comparison group. year of operation, of any valid
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These matters were the source of considerable conflict and dissension which,
when not overt, were present as persistent undercurrents for all but the final few

months of the life of the project.

These problems with the evaluation directly affected project staff, and

gave rise to the following developments:

The initial evaluator had to be replaced.

L OJJIDP threatened to terminate funding until and unless
the problems bearing on data collection and project

evaluation were rectified.

In part because the termination of Federal funding could
have jeopardized the accreditation status of the
Community Mental Health Center, dissension evolved
between the Executive Director of the Community Mental
Health Center and the Director of the project. The
Director apparently yielded to pressures and relinquished
directorship of the Community Health Division of the
Center (PNP was under this Division); he was thereby able
to devote full time to the project and to work to ensure

that reporting requirements were met.

® The uneasy but acceptable working relationship between
the Project Director and key persons involved with the
National Evaluation of the New Pride Replication
Program was eroded and remained so for much of the life

of the project.

The positive relationship that had existed between OJIDP
and the project was disrupted. _

Data collection and project evaluation had not been a high priority. While
the Director obviously was very committed to serving the best interests of the
juveniles served by the project and doing so in a highly professional and capable
way, he seemed to have resistance to the quantitative data collection and entry
requirements which were a part of the project. While data which could be used
to justify continuation of the program seemed to be of some interest to him,
overseeing their compilation and processing apparently were not of similar
interest. Although MIS data entry had a low priority, PNP regularly submitted

monthly diaries of project activities to the national evaluators.
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A co i .
OCtOber/N:,l:: ;S:rn i‘oul;; 8whxch PIRE r.:onsidered valid was not developed unti]
comparison group would L 3. The original expectation had been that the
2l the cligible. el "e drawn from past years, because PNP was "referred
comparison grop ﬂ: S Instead what emerged was a contemporaneous
in the program d.eter 15~ \tvas 'gathered Py looking at the records of the juveniles
finding out Wh;t o mining if 'there were any accomplices, and, if there were,
deli"éuent behavior. yAwl?s.: df°1n§ and defermining the.. subsequent record of
was also used, of clients assigned to ditter ent probation officers

Questions Concerning the Bearing of Diagnostic Testing on
National Evaluation Efforts

o p':lf::;:l?o]fmrr:zor x::seti some impox'—tarst questions concerning the scoring
Replication, especiall . .e tESt:S Peing administered in- the New Pride
COmparisons’ acp 4 y.regarf!mg their use in project evzluation efforts and in
were not deai nr:s; pr.cuect.sltes. He pointed out that a number of these tests
20 norms hadgbe or Juve.mles between the ages of 14 and 17. Because of that
that it did not miir; :::bllshed for pecple In that age group. The Director felt,
" ime“igence _ e T:o use the.se tests when there were other achie.vement

available which were normed for this age group. The

D. y " . . . .

to this age group i .

between : ‘ group in an evaluation and say that there is this much difference
ids, w i :

% When In fact it could be due to so many different Kinds of thinga,

N gs.

Referrals and Eligibility Criteria

PNP b i
e X ®gan accepting referrals from the courts on June 1, 1980 During th
St months of to project's o i ’ . )
peration several problems i
S 15 concerning the eligibilit
. ior referrals eémerged. These bore on who would be referredgt ‘ 1hy
project and how, in light of iariti o
©ect Peculiarities in Florida St j
eligibility criteria would be interpreted or defined e e the projects
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: : P PNP i
: - staff continued to work closely and effectively with the juvenile
P ) ° ice ;ystem. In fact, the judges had gotten to know PNP staff so wel] that
i .when the i . . ’
It was feared that this might jeopardize the project's ability to get a sufficient ‘ | ' . )1’ noticed the PNP liaison person in the courtoom, they would
‘ o immediate .
number of clients. This problem was resolved when it was discovered that the j 3 ) y know that PNP felt that the juveni]
i i ) : 2 candidate for the project
adolescents could be remanded to the adult court, and still have juvenile °
sanctions imposed. After the waiver statute changed in 1981, the PNP staff

The {first problem pertained to the vigorously exercised option of direct-

filing juveniles who were sixteen or older with prior adjudications to aduit court.

e before the judge was a likely

p . . A
rogram linkages with the Justice system were also strengthened through

initiated a concerted effort to make the project known to adult court judges, il
. spedi desi s .
public defenders, and state attorneys. i “ Y gned activities. In one particularly notabje case, a special event
| was held which was directed at improvi i i
B g the project and Proving relationships between the juveniles in
. . . . : . H an i i i
The second problem involved the criteria which were to be used by all New | invol ; the police. This event, which sparked a great deal of enthusiasm
: . . . ) involved juveniles i . . , ,
Pride replication sites in court referrals of juveniles to the projects. In Florida, 3 d Juveniles in the project in a basketball game with members of the police
epar . i .
8 partment. It was a highly spirited game which appeared to have at least a

every finding of guilt is not adjudicated. This means that findings of guilt tend )
temporarily beneficial effect of helping break down prejudices the juveniles had

to be much more frequent in juveriile cases in Florida than in jurisdictions which

concerni i .
adjudiczte for every finding of guilt. In October of 1980, OJIDP agreed that Ing the police. It also gave the policemen an cpportunity to relate to

th . o -
ese juveniles in a positive way. (The PNP clients won the game by one point in

juveniles referred to the program need not have three separate adjudications for i
the: closing seconds).

criminal offense, and the guidelines for the sites were to be interpreted in the

following way:

Juvenile Justice System Concerns

That the adolescent must have two prior findings of guilt
for separate criminal events and be adjudicated on his
third separate criminal offense in order to be eligible for

entry into the program.

X The PNP Director felt that there were certain problems that would always
© present in the juvenile justice System. These were problems with which both
Operation Divert and PNP had to contend. They included;

This interpretation was consistent with the procedures of juvenile courts in

Florida, and made it much easier for the project to find eligible youth.

g;m)t’;c;lr officc:ier; in the system who had worked a number
S an eécome a bit burned out as the
re
heavy casejoads and the general nature of their job:ult of

Program Linkages , Impact, and Related Concerns

° The "hardnosed" attitude ‘
. S on thé part of a few pe i
the system concerning treatment of adolescen’cs.p reens in

Juvenile Justice System

Another problem which emerged in August 1982 involved the shortening of
the length of probation for juveniles from one year to four months. This chagno
was made in order to reduce drastically the Caseloads of probation officers gI:
had a potentially disruptive impact on PNP in that juveniles referred to .the

- Program linkages with the juvenile justice system were very good
throughout the project's history. This was due in large measure to the
groundwork that had been laid by Operation Divert in the years immediately
preceding the launching of PNP. PNP had fallen heir to this legacy with the
transfer of Operation Divert staff into PNP.
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project in a probationary status could drop out after the four month period
concluded, although they might voluntarily continue in the program. With this
change New Pride clients could also be supervised by another probationary
service called "Treatment Alternative to Street Crime," which picked up the

slack. These changes seemed to create no major problems for the project.

Schools

The school system was the source of a little contention, at least initially.
While the relationships were generally very good between the project and the
various school faculties or the schools themselves, the linkages between the

project and the school system administration was a source of concern. Problems

included the following:

° Withdrawal of an earlier agreement to allow PNP to use
school buses for transporting the juveniles in the project.

Inability/refusal to share textbooks with the project's
educational program.

] A suspension and expulsion policy which was aimed at
keeping or getting out of school those who were not
interested in learning, with truants being expelled for not

coming to school.

It was the opinion of project leadership tha. the school administration
could have found ways to share the school system's scarce resources. In the case
of the administration's stringent disciplinary policy, it was the feeling of some of
those running the project that the school system was riot fulfilling its obligations
in doing the best it ceuld by every stﬁdent and providing all the services it was

obligated to provide.

The school district ran the Beggs Educational Center, a special school for
problem youth, but this school was viewed by project leadership, as well as
others, as a dumping ground for problem youth as well as for tenured teachers
who could not get along with principals but could not be fired. PNP's help was
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Other Youth-Serving Agencies

Th o
e Community Mental Heajth Center along with HRS

range of services to the juveniles in the e g oo

Services sought from and

unity control officers Tk
ty control was to provide su on
ices These officers also
restitution and enforcing curfews.

. program.
ro . cr

p .VldEd by HRS Primarily involved those of the comm
main function of communj

services for adolescents. pervision and probation

had the responsibility of monitoring

PNP also got families involved w
the juveniles made use of medical ser
kinds of specialty clinics.

ith HRS socjal workers and saw to it that
vices offered by HRS.
They provided some limited cou

HRS ran several

nseling services,

In some

It also offered grou
. . P
gements when a juvenile had to be moved out ocf his

cas ‘ |
és HRS ran group therapy sessions with the youth
homes and foster home arran ,

or her regular home.

Linkages were established with some other
Program at the Junior College provided dental

Clients were also taken on occasion to the Publi

2gencies. The Dental Hygiene

e N .
Xaminations and, in some Cases, treatment
Lion ipti .
s Club to buy Prescription glasses for juve

PNP leadership generally feit that, "those agen
had been very helpful."

PNP also worked with the locaj
mles who could not afford therm.
cies which they had worked with

Ways in Which PNP Differed From the Model
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which were relatively minor compared to more substantive service delivery

concerns included the following:

Rather than running an all day program, PNP ran several
shifts in the alternative classroom. This was owing in
part to stafi and in part to space constraints.

Rather than having the juveniles rely on public
transportation or school transportation, PNP provided the
transportation. s

The chief differences involving the actual services delivered were:

PNP used one of the counselor slots to create a court
liaison position. This role was carried out in an extremely
effective way.

Greater attention was given by PNP to the testing and
remediation of learning disabilities.

PNP placed heavy stress on Adlerian principles in the
counseling component and in the overall project.

When asked about ways in which the model might be refined, the Director
of PNP noted his following preferences: '

An increased "beefing" up of counseling efforts,
emphasizing the family as a system rather than focusing
on the juvenile alone and apart from that system.

A focusing of training on functional skills, community
living skills, rather than spending so much time on
academics or remedial training.

A decided emphasis on the development of internal
monitoring and motivation systems within the juveniles
rather than on the development of less generalizable
external motivation systems.

With regard to the latter, the Director noted that he felt that the Adlerian

approach which was taken in PNP served "to build in and develop an internal
monitoring and motivation (system) within the kids." He felt that the behavioral

L - S-228

e e i

approach which was being used by some other sites and in the model in effect
established "external motivation systems.” He felt strongly that there was a
better chance of generalizing the internal monitoring and motivation approach to

other areas than of generalizing the external behavioral approach.

Institutionalization

A public relations institutionalization plan was compiled in January of
1981. In a systematic way it provided for steps that could be taken to ensure
ongoing community support for this community-based treatment program for
delinquents. The following objectives were specified in the plan:

° To explore possibilities of obtaining local funds for
continuation of PNP services in Pensacola.

° To provide community leaders with frequent updates
concerning the status of the project.

® To encourage decision-makers in other communities and
metropolitan areas within the Southeast Region of the
" United States to seriously consider the New Pride model

as an alternative to incarceration.

® To facilitate the adoption of the New Pride model in
whole or in part within the southeast region.

In the end PNP was successful in obtaining only enough funding from
agencies to continue aspects of the educational and counseling programs. These
components of PNP in effect became part of a school referral program which
addresses the educational needs of juveniles with little or no history of juvenile
delinquency. Staff associated with the PNP Alternative School program and the
counseling component shifted into the school referral program. The employment
component of PNP is no loﬁger operating and what remains of the diagnostic
component apparently focuses primarily on the assessment of referrals from the
schools.
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In the year before the project came to an end there had been some hopeful
signs that it might be given the funding it needed to continue. By what turned
out to be the final year of the project, funding was coming from a range of
sources besides OJIDP. The Community Mental Health Center provided
10 percent matching funding. In addition to this 10 percent match, other funding
commitments included some fee-for-service from Medicaid and money generated
irom PNP businesses. The Bureau of Criminal Justice in Tallahassee had agreed
to provide partial funding to the reintegration component in the amount of

approximately $30,000.

A newspaper article on the project appearing January 17, 1983 in the
Pensacola Journal stated that the recidivism rate among juveniles in PNP during
its first 18 months of operation was 15 percent, whereas the recidivism rate
among youth who had come out of residential training programs was 30 percent
for a similar 18 month period. In the same article the cost per juvenile in a
residential training program was cited as running around $35a day
(812,775 a year), while in 1983, the cost of PNP per juvenile was stated as being
was $l4 per day, or $3,640 per juvenile per year. Based on these data, the
approach offered by PNP was felt by its supporters to be twice as effective and

half as expensive.

Getting funding for a {fifth year proved impossible, despite some
extraordinary efforts on the part of the Director and others. The editorial of
January 1983 had recommended that funds be located to enable the project to
continue. In addition, other media coverage was forthcoming which was highly
laudatory of the projeci. As a result of this support, a number of community
groups volunteered to work for institutionalization of the project. These groups
included: Common Cause, the local Republican Party, Friends of Liberty, the
League of Women Voters, the United Methodist Women, and others. These
efforts might have yielded some short-term results, but proved to hold little

promise for the long run.

Also in 1983, the Director of PNP submitted two grant proposals to Florida
State Bureau of Criminal Justice Assistance soliciting support for New Pride
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member of the Advisory Panel for the Nation
Replication Program.

Director and Assistant

and met with the Director of the parent agency

services. i
These efforts were to fail. At one point the Director even had

legislati ing i i
g at.xon Pending in the State Legislature that would have allowed the proj
to continue as a part of HRS funding. This too failed e

PNP closed in March, 1984,

There were a nuy
- . mber of re
project's failure to institutionaljze. T e e

These included the following;

° The needs addressed by PNP were
tl)e community's highest priority;
given a higher priority in comml;n’i
probiems involving juveniles |4 to

not perceived as being
they might have been
ties with greater crime

° A large number of juvenile offender

court (30 - 40 percent). 3 Were waived to adult

The Project's Final Site Visit

Pe i isi
nsacola New Pride was visited for the final time in January 1984 by a

i al Evaluation of the New Pride
e observed the Program in operation, talked with the

Director, interviewed the presiding Juvenile Court Judge
’
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He reported that the judge was very supportive and felt the program was
successful. Asked why he cculd not get the program continued, the judge replied
that he could only order youth into HRS and that HRS did not want to pick up
funding responsibilities. The judge also felt that the program was a bit too
expensive. He thought that it should be able to operate for about $15 per youth
per day, rather than $25. One of his suggestions was to cut the program analyst

position.

By that time, PNP staff was feeling defeated and the Director of the

Community Mental Health Center was somewhat apathetic about New Pride. He
said, "It is a large private agency. New Pride is only one of the components."

The project appeared to be operating at about 75 percent efficiency, according

to-the Advisory Panel member.

Strengths and Weaknesses

Overall the quality of the services delivered to the clients in the project

was superior. In fact,’the way in which an evaluator from the National

Evaluation Project summed it up in a letter written to the Director of PNP in
October of 1982 was to be reechoed by other evaluators throughout the life of

the project:

"...] have been constantly impressed with the quality of the
staff at New Pride and the quality of the services that
you provide the clients. I have visited numerous
treatment programs throughout my career and I can
honestly say that I have not visited one that is as well
organized as yours nor one that provides the quantity and
quality of service to serious delinquents as your (that)

project does."

PNP employed an effective holistic approach to address a broad spectrum
of each client's needs, involving diagnostic, counseling, educational, and
employment components, and all of these Vcomponents came to function in a
mutually supportive manner. Staff were capable and shared a deep interest in

the juveniles in the program.
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Aspects of the project which were of particular note are as follows:

° With few exceptions, there were wel] trained, highly

. .- . . -
Sfiec::;::i ::lxscj)g :\{as maintained between the project and
. Stice system - so much so th
S ) at
gljaenr:zgzlelngalt%aeuon Pri))ect recommended the additionﬂ::
: court liaison position role aj
lines as PNP had establj aisor e e
ished; the court liaj
at the court all the tim talki dges, ki
: . e talking to judges, t i
Juveniles who were potentj s, Tl 8
. ial referrals, talki
community control officers d isti roj eorte
in a very valuable wor and assisting project efforts

L The employment co
mponent 4 : .
and effective. P Was ambitious, lnnovative,

evident .in some form throughout the duration of PNP. While these problems
seemed. in no way to impair service delivery, they did create tensions between
tfle Project and PIRE, as well as between the project and OJJDP. They served t
divert energies from other concerns and in that sense seemed a real shame Z
wasfte. Had these problems been resolved fully in the first year or two of i:
Project, it is conceivable that the evaluation might have helped in "fine tuning:

th . .
€ Project and making it even more effective. Another possible spinoff might

whi
l 1cih could have helped efforts to obtain continued funding for the project on a
oca

or state level. It should be emphasized, however, that it is likely that

. The primary constraints which got in the way of institutionalizing the
pr'cuect were ultimately' economic. Perhaps the project could have beengk
alive for at least a few more years by carrying out plans devised in 1982t d:Pt
technical assistance component to the model, This might haveo abee:l1
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accomplished by enlisting funding support from those corrfmunitiesj and
metropolitan areas which had funds and which were interested in adopting or
adapting an approach similar to PNP to address their ne-eds. Federal support
might have been solicited in getting such a technical assxs.tance' effortc off the
ground. In this way the four year Federal investment made in pro;ect.mxght have
had a major beneficial impact in the Southeastern Region of the United States,

rather than a relatively short term impact on one site.
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PROVIDENCE NEW PRIDE .

A two-year grant for $790,089 was awarded to Opportunities
Industrialization Center (OIC) of Rhode Island in February of 1980. The Director
of Youth Services for OIC played a key role in initiating work on the proposal.
Responding to a call from the Governor's Justice Commission Planning Office,
she made extensive inquiries into the Denver model ;=1nd the possibilities of
replication, travelling to Boston and Washington, D.C. to meet with Tom James
and eventually to Denver to see the project. At her suggestion the Executive
Director of OIC made the decision to bid to replicate New Pride in Providence.
She and the Planning Department of OIC were key in actually putting the
proposal together. Two specialists helped in developing elements of the proposal
concerned with diagnostic services and the learning disabilities program efforts.
The court system, the probation department, and the police department were all
consulted in the process.

The first Project Administrator hired for Providence New Pride* (PNP)
worked only a few months during the start-up period and resigned prior to the
project's becoming fully operational. The OIC Director of Youth Services who
had served in a temporary acting capacity prior to the hiring of the first oifficial
Project Administrator again resumed a role as acting Project Administrator. She
has since assumed the title of Project Administrator and has remained in that

role to the present.

The project was refunded in 1982 and 1983 by OJIDP. In 1984 most of the
components of PNP were still functioning with funding from other sources.
(Note: In spite of the fact thét the project continues, the past tense is often
used in referring to the activities of the project in that this report focuses on the
first four years during which the project received OJIDP fur';ding.)

* While the project was variously referred to as Rhode Island Project
New Pride and Project New Pride, it is being referred to here as
Providence New Pride. ‘
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Over its six year history prior to launching PNP, OIC had established an Juvenil
nile Law and Family Court Policies in Rhode Isiand

extensive track record working with delinquent youth. Most of the services
which PNP was to provide .tO delinquent juveniles were already being provided by e Rhode Island remily Court A ”
one or another .Of OIC'S; five youth Prog'rams when PNL:" got undeer3:Y- PNP, . ‘ of the Rhode Island General Laws, is t:t . .1956'.(reenaded s g o
however, was different in several essential ways. The first and moS;: lmP:ItaIT: i behavior of juveniles in the State.’ The Tar:/aiioe;i[::f ) o'f et oo Eoverning the
econ 1 ot
., i: “)l':a:oc:,fi :egef.o Two sef:tions (14-1-7 and 14-1-7.]) ofJ ;Zn;i:;sea;::::te:::
r a waiver of Family Court jurisdiction for certain serious

Juvenile offender cases. Section 14-1-7 states that:

was the fact that PNP was to focus on serious juvenile offenders.
was to provide services along far more comprehensive and holistic lines than any
of the other programs provided for OIC clients. A major substantive difference

was in the role, breadth, and importance given the diagnostic component in PNP.
7

"If a child sixte
programs that OIC ran. an offense wsfl }(116) years of age cr older is charged with
indictment if h‘C would render said person subject t‘o
court after 1f 1 € were an adult, a judge of the juvenile
| order such chﬁci l;l;rc?sft B may walve jurisdiction and

or trial under the
General Status of Local Juvenile Justice System Efforts gifet:e court which would have jjr{‘iigigi?gnpmfc edure
| oz comnitid by an aduly provdad, howevar, |
! > ive such jurisdiction o

child, such waiver shall constitute a perr‘n::mce:r\:‘:a rw‘:?\)/(eiug;

Diagnostic concerns had not played such a major role in any of the other

Before PNP came into being, there had been no local comprehensive i i
community-based programs for serious juvenile offenders. In 1530 all juvenile i g anl court of jurisdiction over said child wi
. 3 < y and all further court proceedings with with respect to
offense and any offen ) with respect to such
znse with which saj i
ch . said child
j arged thereafter, notwithstanding its nature.nl. may be

justice system resources were being expended on prevention, diversion, and

institutional programs. The residential facilities which provided services to

serious juvenile offenders were utilized solely on an aftercare basis. ‘ This waj .
iver : - :

as been used primarily in cases where the youth committed

itte

s
k
a 1

Serious juvenile offenders were either confined in the State Training School
ineffective j .

e in the treatment of the juvenile. The Family Court has adopted
ed and

promulgated ' i s
. rovisi : dtwo rules which provide judicial guidelines for the use of the waive
n under i . r
waiving juven] Section 14-1-7. Generally, the rules establish prerequisites for
establicho Te cases. In addition, a uniform policy position of the judges i
€d. Two standards are used. ej 1S
either of which
basis for waiver: - ’ may serve as a sufficient
aiver: 1) treatability of the juvenile; and 2) protection of the publj
IC.

or placed on probation. Confinement was seen as being unsuccessful in terms of

recidivism rates, cost effectiveness, and community reintegration.

In 1980, when the institutional recidivism rate was ranging between 80 and
90 percent, the annual cost per client was approximately $35,000. While . ]
3

treatment planning at the institutions was seen as improving, it was deemed le!s 1

than adequate. Training school clients, in the view of PNP managers, were

nseldom any better prepared to function productively in society after discharge." Of greater ¢
o . .
ncern to the New Pride Project is the second wajver provision

under 14-1.7.1. i fos .
the age of This provision requires that certain serious youth offenders ov
of i%years will be automati . er
‘ tically waived to adult :
i . court jurisdicti
Section [4-]-7.1 of General Laws of Rhode Island statess urisdicrion.

Large

Probation services were also considered to be seriously deficient.
caseloads of between 50 and 60 clients meant that little supervision or guidance

could be provided.
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"A child sixteen (16) years of age or older wlzg) h(;-ifsf ebneszr;
found delinquent for having cpmmxtted two ffenses
after the age of sixteen (16) whnich wouldnrear:jd“lelx; sa;xh 1 child

j y an indi if he were a , >
subject to an indictment 1 l A s by S ot
ted for all subsequent felony : :
ar&s;\cu would have jurisdiction of such offenses if

committed by an adult."

This statute has been challenged for constitutionality and has been upheld
isi . Berard
by the Rhode {sland Supreme Court in a recent decision. In State vs. Be ,

1979, it was the opinion of the court that:

i onable and rational
" ion l4=1-7.1. « Jds a reaso
5'z‘.Tzc:s:t;ifica.tion and that it vxc:lateslnexthe::E ‘c;ee d;gu;s::;?;s\
tion clause o
clause nor the equal protec \ . eenth
i f the United States
endment to the Consntu.non. o
Q:;( provision of the Constititution of the State of Rhode

Island.®

i

Juvenile Diversion — Formal and Informal Policies and Practices

i nors, are
Many juvenile offenses, especially status offenses and misdemea ’

: iversi t the
diverted by the local police departments. The amount of diversion tha

i i i rea varies
various police departments practice in the Providence metropolitan a

State of Rhode Island vs. Berard, 1979, Sup.rf.fme Court of Rhode
Island. Judge Weisberger delivering the opinion.

#*% Joe Butler, Rhode Island Family Court Clerk September 10,
1979. _
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widely, with some of the police departments putting more emphasis on diversion
than others. Police departments usually will refer a juvenile to community
treatment programs or the Department of Corrections Youth Service Bureau.

The Youth Service Bureau serves non-adjudicated youth from four scattered
offices throughout the state.’ '

If the local police decide to petition the court, the Family Court Intake
Unit conducts an initial interview gathering client information and considers the
possibility of informal diversion. The intake unit does not screen cases for
petition, however. Rather, there is a set of very explicit guidelines, rigorously
followed, based on age and the seriousness of the alleged offense. If the youth
qualifies for informal diversion, then he or she is referred to community-based
programs and possibly given a verbal or written warning. The Family Court
Intake Unit also has a youth Diversionary Unit which forraally diverts juveniles
from adjudication through a three month period of counseling and other services.
Youths who have been arrested and brought to Court on certain kinds of
delinquency and wayward offenses may be diverted unti] their third offense

‘before the Family Court Intake decides to adjudicate through a formal hearing

process.

After conducting the Intake Interview and consulting the guideline, Family
Court Intake may decide that a particular case should proceed to adjudication,
Once this decision is made, a calendar date is set for an arraignment. At the
arraignment hearing a judge may still decide to divert the case without g finding
of wayward or delinquent by continuing the case. As long as the youth stays out
of treuble for a year, the petition will be dismissed. This decision is based on the

nature of the offense and occasionally the amount of evidence attached to the
case.
The Parent Agency

The parent agency, QIC, was founded in 1968 by a group of volunteers from
Providence's minority community with strong' support from local business and
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government. By 1980 when PNP was established, OIC had become the largest
minority human service agency in Rhode Island with a budget of approximately

$2.5 million annually and a staff of over one hundred full-time employees.

For the most part, OIC's program activities focused around the areas of
vocational training and job placement for economically disadvantaged people
fr'om throughout the State of Rhode Island. Comprehensive training efforts
included assessment, counseling, and job development and placement services.
OIC consistently worked to build a system of vocationally-oriented, academic
support programs to assist persons with severe learning deficiencies to enter
skills training programs.

Over the years, funding for OIC programs has come from the Department
of Lahor, Providence CETA, and Rhode Island CETA, and the U.S. Economic
Development Administration. Other support has come from LEAA, local
business and industry, the United Way, and others.

Since 1975 QOIC had served over 800 youth through its var}ous youth

.programs. Most of these youth have been minorities, from economically

disadvantaged families, and many have been either potential or actual offenders.
Two programs which were specifically intended to serve adjudicated and status
ofiender youth were the Youth Diversionary Program (YDP) and the Early
Intervention Program (EIP).

YDP was an intensive, long-term counseling program utilizing indigenous
paraprofessional youth advocates to provide services with professional
supervision to a 50-client caseload aged 10 to 17. Through a formal working
relationship with the Providence Police Department and Rhode Island Family
Court, youth who would otherwise be sent to Rhode Island training schools were
referred instead to OIC. The program grew out of a need to decrease the
disproportionate representation of minority populations at the Training Schools.
Youth referred to the YDP were provided a range of services and activities
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including assessment, individual counseling, psychiatric and psychological
therapy, educational assistance, recreation, and general advocacy. Parental

involvement through counseling and group activities was integral to the program.

EIP started in April of 1978. This program was begun as a joint effort by
OIC and the Juvenile Bureau of the Providence Police Department to intervene

. In the lives of youth aged 8§ to 13 who had evidenced potential for delinquent

behavior. The purpose of EIP .was to intervene at the earliest point possible
after a juvenile first became involved with the criminal justice system -
specifically his first encounter with the police. Through the provision of
Counseling and recreational activities developed by EIP staff, and family
intervention at this critical point, an effort was made to divert the juvenile from
a life of criminal behavior. This program achieved excellent cooperation
between the Police Department and OIC of Rhode Island.

OIC also operated a Pre-Trial Intervention Program from 1976 to 1977
under a CETA Title Il grant from the Rhode Island Balance of State Prime
Sponsor. That program provided vocational exploration, counseling, and job
placement for 118 youth offenders diverted by Family Court prior to
adjudication.

Other OIC programs which provided supportive services to youth included
the following:

° The Alternative Learning Program (ALP) - an innovative
and intensive educational program serving youth 12 - 17
who, due to behavioral problems, were not functioning
successfully in the public schools. The program had a
lto7  teacher-pupil ratio and was linked with the
Providence School system with students eligible to
participate on athletic teams and extracurricular
activities at Central High School. Youth also received
academic credit for all work and many ALP students
eventually returned to the public school system.

» Youth Employment and Training Program (YETP) - a
program in career exploration for Providence youths who
had dropped out of school. YETP was designed to enhance
the students knowledge of educational and vocational
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options, remediate academic deficiencies, and increase
employability. The program required participation in
GED instruction and provided limited skills training
through a variety of approaches.

® 70001 program - @ program affiliated with
National 70001, Ltd. model of unstipended rapid pre-
employment training and job placement primarily in
retailing and distribution occupations. This program
served high school dropouts aged 16 to 21 and included a
high school equivalency preparation program. )

Enrollees in the 70001 program were involved in a variety

of academic and extracurricular activities. Upon
enrollment in the program, students pursued a required
course in GED training. Assessment and career

exploration followed, as did career choice and
corresponding indiviaualized instruction. Motivation and
competition were both encouraged and-developed through
the 70001 Program.

[ OIC Group Home - a Group Home established to serve
seven delinquent or neglected minority boys aged
13to 17. This home operated under contract with the
Rhode Island Department of Social and Rehabilitative
Services as part of an effort to de-institutionalize and
improve youth services. The OIC Group Home provided
youth a personalized and therapeutic environment in a
familiar community setting. Through a simulated home
environment and extensive support services it was
expected that Group Home residents would become better
prepared for socially acceptable independent or family
living.

® Career Exploration Project (CEP) — a project designed to
provide youth between the ages of 16 and 21 with ten
weeks of career exploration. The program provided
career exploration through classroom training, field trips,
and job placement primarily in the private sector.
Participants worked on a job for 20 hours a week, and
attended classroom instruction/field trips another
10 hours per week. Counseling and other supportive
services were also provided by OIC. Twenty-five percent
of the youth enrolled in this program were referred from
the juvenile justice system via the Family Court.

Because most of OIC's youth programs had been very closely interfaced
with elements of the Juvenile Justice System, essential relationships which

would be needed between PNP and these elements could be readily established.
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Since many of the ke
y staif of the project had
OIC programs, ) ad transferred

the outset.

to PNP fro

o S ' m other

ese relationships tended to be sound and well developed fro
m

Prior to i
the launching of PNP, OIC of Rhode Island had established firm

link i
Inkages with other youth-serving agencies in Rhode Island

activiti
tivities were held at a number of agencies’

Providence Boys Club, Chad

Recreational
facilities such as the South

-Ad Sun Youth Center, Hartford Park Recreation

Center, John Ho
, pe Settlement House, Salvati
vati
Community Action. ’ on Army Center, and East Site

Program Design

Providence New Pride described itself as being
program containing the following components:

(ALP), Learning Disabilities Component
Employment.” ,

"an intensive, integrated
Alternative Learning Program

Assessment . . Counseling and Supervision, and
c S and dispositions of clients involved staff fr
omponent and outside consultants, om each

Clients w
ere referred to as "associa

all functioning as a multi-disciplinary team
tes." .

f PNP i

L oversi i .
at the time PNP was launched. g rsight for five other projects

Admintomon ot o She served in an acting capacity as Project
P when the first administrator who was h

very brief period of time. ired left after a

She later assumed title of Project Administrator,

while continuing to function in her other roles

Staffing

A. sixteen week start-up period was planned in which to
the project ready to begin

New Pride associates.

+° hire staff and get
0 accept referrals and provide its first services to

Several of those hired injti :
itially came £
OIC. Most staff were hired before Juiy 1, 1981 rom other parts of

S-243




PO

< g

A

At the administrative level, personnel included the following: the Project
Administrator, an Assistant Project Administrator, an administrative secretary
and a van operator also serving as a counselor. The personnel serving in the

project components included the following:

° Diagnostic/Education Component:

- Diagnostic/Education Director

- School Reintegration/Volunteer Coordinator
-~ 2 LD Teachers

— 2 Alternative Learning Program Teachers

. Counseling/Intensive Supervision Component:

- Counseling Supervisor
- Court Liaison

- 3 Counselors

° Employment Component:
~ Employment Specialist
~ Job Deveioper

® Evaluation Component:

- Program Analyst
- Research Assistant

While abundant use was made of professionals in and outside of the
community, the Project Administrator and the prime movers behind the project
felt that the key to helping these juveniles was to have paraprofessional staff
persons who had been brought up in the community, 'fknew the system," had
(ideally) a good understanding of themselves, and had been in situations similar
to those which the juveniles in the project had experienced. Staff were selected
for their ability to work well with young people, families and others from a wide
range of elements in the community, including the juvenile justice system,

schools, and other service providers.
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Since many of the staff had transferred from other OIC programs which
were based on this same philosophy, a majority of them had such qualities and,
moreover, had experience in working in paraprofessional roles as service
providers for young people with problems. The chief difference between their
previous efforts and their work in PNP was that the juveniles with whom they
had previously worked had not been involved in serious criminal behavior. The
staff nonetheless appeared for the most part to‘ rise to the occasion extremely
well. Beyond this, staff members were used to interfacing closely with the
community. Hence, this orientation continued as a natural mainstay of the
project.

Some staff members experienced burnout and low morale, and attributed
them to the style and actions of the Project Administration. From time to time,
undercurrents of tension and conflict would emerge in a tidal surge. Despite
this, the project itself seemed to have fared well and its clients appeared to have
been well served. Burnout was to be expected, even among experienced staff,
due to the challenge of trying to serve such a difficult target population.

A most interesting éhemistry appeared to be present in this project. It
involved the operating style of the administrator which was characterized in
various ways by those in and out of the project as being dynamic and forceful.
In a number of other situations, these qualities could have threatened or
undermined the success of a project. Here they periodically created problems
with the staff, yet not in a way that made the staff ineffective. In fact, the
chemistry worked. Perhaps it worked because the administrator, as well as the
staff, had abundant first hand, frontline experience working with difficult youth.
Also, because of the Project Administrator's efforts and insistence, the New
Pride mode! was replicated very thoroughly. Understanding and implementing
the model was a bonafide job qualification for New Pride staff.
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The Advisory Board

PNP had a separate Advisory Board from OIC. The PNP Advisory Board
included persons from both the public and private sectors who held roles of
importance in the community or state. Two parents and one youth also held
membership on.the Board, as well as the héad of the Juvenile Division of the

Police Department.

The Board took a very active role-in PNP affairs. Of some note is the fact
that the Advisory Board held the preeminent position in the PNP organization
chart, being at the Center top of the chart and directly over the Project
Administrator. In fact the evaluation subcommittee of the Advisory Board

assisted in finalizing the PNP organization chart.

In 1980, the acting Project Administrator had stated her expectation that
the Advisory Board would probably meet three times a year. During the second
quarter of 1981 alone, they met twice — one indicator of their active early

interest in the enterprise.

The Advisory Board had an extremely active group of subcommittees
focussing on such areas as career development, legal concerns, evaluation,
institutionalization. and education. The subcommittees worked closely with PNP
staff. In the Project Administrator's view, the subcommittees had "proven
beneficial in getting Board members involved in the process as well as allowing

them the opportunities of interfacing directly with (PNP) personnel."

The efforts of the evaluation subcommittee had been particularly noted by

‘ the Project Administrator. She felt that they had played a valuable role in

insuring the optimal timing of evaluation activities by underscoring the

. importance of having a preliminary local analysis ready in time for legislative

deliberations. They had also played a helpful role in mapping out general
analysis strategies and in supplying evaluation literature.
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While the original expectation of the Project Administrator seemed to be
that the Board would play a key behind-the-scenes role in helping get the project
institutionalized and in keeping positive lines of communication open with the
community, she did not seem to expect that the Board would take the kind of
active role it did. She seemed, however, to welcome their more active

involvement.

Project Facilities

When the project began on March 10, 1980, it was housed in temporary
facilities. It moved at the end of June to a spacious newly constructed building,
built to house all of OIC. The OIC building is in the South Providence area, the
most depressed area of Providence. The construction of this building was a
major boon for the local economy. It continues to benefit the area by remaining

open to the public.

Within the OIC facility, PNP was given a relatively large amount of space.
Two. rooms served as classrooms, one for regular students and one for the
learning disabled. A third room had two private offices at one end for the
diagnostician and one other staff person. The counselors, evaluators, and
teachers all worked in a semi-open area where work stations were divided by
partitions only four feet high. This seemed to constitute something of a
problem in that there was no place in this large area where private exchanges
could be carried on. In addition, the Project Administrator occupied a separate

office.

PNP was able to use both the cafeteria and the auditorium in the OIC
facility. Additionally, they had access to some recreational facilities in the
immediate vicinity of the OIC building. The Family Court provided desk space in
this building for New Pride's Court liaison to use as the need arose.
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Program Components
Diagnostic/Education Compenent

One person served as Director of the Diagnostic/Education Component.
Reporting to that person were the alternative education teachers and t:he LD
teachers. Also reporting to the Director of the Diagnostic/Education component
was the person who had responsibilities in two other related areas - school
reintegration and volunteer coordination. Each area of responsibility will be

addressed separately here.

1. Assessment and Diagnosis

The diagnostic process focused on evaluation of the psychological and
educational needs of the potential associate. A decision of acceptance or
rejection, based upon all information gathered during the initial intake screening
was made by a multidisciplinary team within 15 working days of the referral.
Once accepted into the program, the associate could receive, if needed,
additional assessment designed to facilitate the identification of possible
learning disabilities. Once the associate's needs and assets had been identified,
an Individualized Integrated Service Plan (IISP) was developed.

2. Learning Disabilities

Special assessment and remediation services were provided to New Pride
clients who had been diagnosed as having a particular learning disability. This
component was staffed by two experienced professionals, supplemented by
assessment and consultation services from the R.I. Youth Guidance Center, the
Sargent Hearing and Speech Center, an optometric specialist, and two senior
consultants who are nationally known specialists in learning disabilities.
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3. _Employment Preparation

Efforts particularly emphasized vocationally-related remediation for those
youth who were unlikely to return to school. A job-readiness curriculum was
developed for both the learning disabled juveniles in the program and the
juveniles in the Alternative Learning Program. At first this learning unit was
taught to mixed groups of juveniles. Later on the recommendation of an
Advisory Board subcommittee studying tihis matter, the learning disabled were

taught this learning unit separately from those in the Alternative Learning
Program.

4._Alternative Learning Program (ALP)

For those youth whose school failure was not primarily linked to a learning
disability, an Alternative Learning Program was implemented which aimed at
assisting the youth to re-enter full-time schooling in the Providence School
System, or some other appropriate school, and at assisting youth who could not
realistically be expected to re-enroll in public schools to complete a GED
program and enter some other appropriate vocational or academic program. This
program focused on highly individualized learning activity. Owing to a special
agreement between PNP and the Providence School System, New Pride students
were able to receive school credit for work completed while in the Alternative
Learning Program.

Physical Education was a mandatory part of each student's enrollment at

PNP. Activities included basketball, baseball, running, and swimming.

Educational, cultural, recreational, and social activities were extremely
varied and many included all PNP associates or as many who wished to
participate. These activities seemed to add extraordinary vitality to an already
vital program, and were generally oriented to helping the juvenile become adept
at living a full and responsible life as a member of society.
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5. School Reintegration

Associates between the ages of l4and 16 were required to re-enter the
public school system to obtain their high school diploma. Associates 16 to 17 had
the option of going back to their own school or entering any vocational training
(of their preference) that could provide or fulfill a career goal. The person
acting as the school reintegration coordinator was extremely efiective in

maintaining a close working relationship with the school system.

5. Volunteers

The person with responsibility for school reintegration also had
responsibility for coordinating volunteers. Volunteer interns served in various
capacities within the counseling component. Others helped with court liaison
functions and administration. Eventually volunteer intern instructors were able
to serve in the classrooms when some of the regular instructors completed a

required cooperating-teachers course.

Some New Pride staff members, however, perceived there to be a serious
problem with the volunteer component. There was a high turnover rate of

volunteers resulting in a lack of long-term continuity with these people.

Beginning in 1983 a contract was entered into with the Foster

Grandparents Program. During the last quarter of 1983, six senicr citizens from '

that organization volunteered their time to 'PNP on an ongoing basis. The
addition of foster grandparents seemed to have a positive, civilizing impact on

the behavior of associates.
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Intensive Supervision Component

1. Court Liaison

All associates of Project New Pride were referred by Rhode Island Family
Court as a condition of probation on at least their third adjudication of
delinquency. The initial intake process was the responsibility of New Pride's
Court Liaison. This preliminary process included a verification of associate
eligibility, conferences with probation personnel, and attendance at all necessary
court hearings. After this first phase of the intake process was completed, all

Information concerning the associate was relayed to other PMP staff for further
screening.

2. Intensive Supervision

Associates of PNP were assigned a counselor who worked with them in
solving problems they might have with school, their job, their family, the
community, and their personal life generally. Counselors tried to assist
associates in making intelligent decisioiis concerning their daily lives.
Associates and counselors explored the consequences of various decisions

together, but the associates were left to make the final decision as to what they
would in fact do.

‘Durip.g the first six months they were in the program, associates were to
see their counselors several times a week. In the final six months, less frequent
meetings were held' in -preparation for making the associate more independent
and responsible for his or her own behavior. In fact, many associates would
continue to keep in touch with the project staff and seek counseling after their

year was up. One staif person noted that "kids come back year after year.. .we
are their second families."
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The Employment Component
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were provided on an ongoing basis.

Opticns within the employment program included:

) on the job training

® work experience (traineeships)

) direct placement

@ referral to outside employment/training programs
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In 1983 the empfoyment component developed a contract with the Rho

Island Juvenile Restitution Program giving PNP money to par):t \;va.eg:; uosi
associates with court-ordered victim restitution. The Employmel'entz o
placed clients paying restitution in the same way as oth7e5r :ri: ent.of o
associates were placed in part-time jobs; they had'to 'turn hp e
wages they earned back to the court, which in tubrn :1?:'1;:.:(3: :ﬁ:u:m .
victims the juveniles' offenses. A major draw back i rosren
i ercentage of the wages that had to be returned. .
ZZ::Z:[! :: ::7. ?seah;ig:;nientive agnd may have been a major factor in the failure

of many to remain in their jobs. (Around half did remain.)
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Special Problems Bearing on Employment Opportunities

The Providence area's largest potential employers of skilled and unskilled

labor directly or indirectly involves the defense establishment.
nature of the work

Because of the
» job applicants have to be carefully screened and applicants
who have been found guilty of committing offenses are ro

utinely excluded from
consideration.

Even enlisting in the armed services has been out of the question
for juveniles with records of serious offenses,

although one PNP associate was
able to enlist after successfu

ily winning a law suit which removed this barrier for
him. The extent to which this precedent mij

ght be applicable to other cases is
unclear,

For the most part, opportunities for employment in most major
Providence industries remain closed to these youth.

Evaluation Component

The evaluation Component had several problems at the outset. These

smoothed out as personnel changes were made and the persons coming into
Positions proved able to work in a more effective m
Administrator.

those
anner with the Project

Although somewhat skeptical and uncertain about the purp
Component, the Project Administrator provided all of the su
meet national evaluation requirements.

oses of this

pport necessary to

The Individualized Integrated Service
Plans (IISPs) were done as specified in the

New Pride model, and many treatment
objectives were defined for each client.

MIS information was collected and
entered into the terminal in a timely fashion throughout the life of the national

evaluation effort. Excellent research reports were written to generate
additional funding.

In 1983 in response to the National Evaluation requirements,
with a comparison group of over 100 subjects.

random pool of cases adjudicated in Rhode Is|
the same age, residency,

PNP came up “
These had been gathered from a ’

and Family Court. Subjects met X
and criminal history criteria as New Pride associates, ;
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buf had never been referred to PNP. However, after trying to match the group
with PNP associates,.many less than this group of 100 were found to b.e u.f,eab;le.
Additional subjects had to be ‘identified and comprehensive juvenfle justice
histories completed on each one. A total pool of 180 comparison subjects were

eventually identified, and 92 of them were matched.

All things considered, PNP met the challenges and requirements of ?he
National Program Evaluation efforts extremely well. Evaluation efforts f:z.irned
out by the staff seemed to reflect objectivity and candor as well c?.s an ablh.ty t'o
elucidate the qualitative factors which played such a major role in the project's

effectiveness.

However, when it came down to operating on a shoe string as Federal
money decreased, the evaluator's position was phased out of the budget. The
data coder's position, filled throughout the project's duration by a n.aem%)er of
OIC's staff, was also eliminated. With newly acquired and refined skills in MIS

and data entry, the coder moved back to another position in OIC.

Eligibility Requirements

The Family Court was to refer to PNP (upon its discretion) youth offenders

who met the following program entry requirements:

a Adjudicated youth who were 14 to 17 yea;"s c;f gge,rl;x;gt:;
) isi i ffense who had a
court supervision for a serious o whe '
of at leapst two prior adjudicatlons/cc?nv_xcnons for serious
misdemeanors and/or felonies within the previous

24 months.

i idence, Cranston,
. outh who were residents of Provi ’
° gohnston, North Providence, Central Falls, Pawtucket,
East Providence, and Warwick.

c Youth who had not been identified as having s'eripjus
) substance abuse problems or as severely emotionally

disturbed.
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The Court referred youth to New Pride to participate in the program as a
condition of their probation.

New Pride clients were to participéte for a maximum of one year unless
they were terminated for negative reasons. The Family Court was to assure that
New Pride clients who had been negatively terminated from the program or who

appeared before the Court for another offense were represented by Counsel in
dispositional hearings.

The Referral Process

All New Pride referrals were to be initially screened during an assessment
period of up to a maximum of fifteen working days (3 weeks) before they were
considered for enrollment in the program. In some cases, as time went on, this
assessment was hegun by New Pride staff prior to the youth's adjudication. With
other cases, the Court could refer a youth to the program without New Pride
staff having the opportunity to conduct the fifteen day assessment prior to the

adjudication. All such referrals which had not been pre-screened were only

considered for enrollment after this fifteen day assessment was com pleted.

During the fifteen day assessment and screening period, each youth
received a screening battery of tests designed to be a general assessment
covering areas of sensory and learning processes and academic, psychological and
behavioral functioning. The home living situation and social history of the youth
were also assessed. This information was combined with other available
information on the youth to determine his or her acceptance into the program.
Referrals to New Pride were not accepted if, after assessment, it was
determined by program staff that the needs of the youth were beyond the

treatment capabilities of the New Pride Program or if the youth demonstrated
no desire to obtain its services.
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There had been an initial concern that there would be a problem in getting
judges to make referrals to the program. Throughout the four-year period of
time covered by this report, there was a continuing concern regarding referrals.
A number of factors were at play here. One concerned the attitudes of the
courts and politicians regarding the disposition of serious juvenile offenders.
Another factor involved recurrent difficulties in assuming an effective and
aggressive role in getting referréls. A third involved the very small number of
female clients owing to the fact that female repeat offenders were relatively

rare.

The primary option open to the court had been sending the juvenile to
training school. The problem with this was that no rehabilitation was seen as
taking place there. Youth came back to the community with the same problems

they had when they went into the institution.

But there were initial questions in the minds of judges concerning the
wisdom of allowing as determined by program staff that the needs of the youth
werserious juvenile offenders to stay in the community, even if they were
participating in a highly structured program. Judges and other political figures
were still- inclined to ™lock-up" the more serious youth offenders. These

attitudes did not change quickly.

By mid-1981 the court had changed its procedure for referrals in a minor
way so that on the request of judges PNP on occasion would assess a potential
client before a decision to officially make the referral. This process was similar
to that utilized in the model New Pride project in Denver. It only occurred in a

small percentage of cases, however.

As of mid-1982 the system for referrals had become better organized than
it had been up until that time, and it took only two weeks to complete the intake
process. The program analyst attributed this improvement to a Change in the
court liaison and to a heightened amount of behind the scenes lobbying. By mid-
1982 it had become easier to target appropriate youth. Referrals continued to

remain low, however.

' S-256

Court Liaison's Role in the Referral Process

To insure a smooth referral and reporting process, PNP assigned a Court
Liaison to the Family Court. This individual work«# on several levels to
facilitate referrals to the program and fulfilled the necessary reporting

requirements of the Court. The Court Liaison performed the following kinds of
tasks: ‘

1. Refefral S_creenin and Client Informations This entailed
workm.g with juvenile police officers in order to identify
potential 'New Pride referrals. In addition, the Liaison
wor.ked.thh Family Court Intake, and the Court Clerk's
Office in ‘order to identify potential New Pride referrals
when petitions were filed in the Court.
auﬂ:nonzation of the Intake Supervisor and Court Clerk's
Office, the Liaison also accessed background information
on \ar_ay»\(ard/delinquent pPetitions using the automated
;:‘\,/eeg%e jusgcedinformation system in order to identify

lle offenders w
euremert ho met the program entry

2. Collaboration: The Court Liaison worked with i i
police oﬁ.lcers, probation Counselors, publicmziejfug:;eli
anc.ilc'x' private attorneys, and occasionally with City
solicitors to determine the appropriateness of PNP as‘ a
treatment alternative for youths being adjudicated. She
also  helped develop a dispositional plan to be
recommended to the Court.

3. Consultation: The Court Liaison consulted with presiding

4. Commun_ication and Reporting: The Court Liaison was to
commuqxcate with and report to the Court as requested
apd 10 juvenile probation counselors on a periodic basis
Since all New Pride referrals were under the supervision.
of .Juvemle Probation or the later reinstated Juvenile
Units, probation counselors were actively involved with
e§c}1 New Pride client's treatment. The New Pride
Liaison was to réport to the appropriate probation '
counselors at least once every two weeks and more
frequently if necessary.
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The Court Liaison also developed a contact with the aduit system in order to
track youth whose cases had been adjudicated in that system and to help ensure
that channels of communication were kept open concerning former PNP

participants who became repeat offenders as adults.

The Termination Process

Normally, clients of OIC New Pride. participated in the program for a
maximum of one year, at which time a final evaluative report on the
performance and progress of the youth was provided to Juvenile Probation. It
was anticipated that it would be necessary to negatively terminate some who,
for a variety of reasons, failed to meet the minimum performance requirements
of the program. Such failures to meet performance requirements inciuded
accumulation of a certain number of unexcused absences, disruption in the
program, unwillingness to cooperate, and repeated delinquency or reappearance
in Court for another serious offense. At the time of their acceptance into New
Pride, all clients signed an agreement between themselves and the program
which articulated the conditions of participation and the dismissal actions taken
if these conditions. were violated. Before any client was terminated from the
program, he or she was given two warning conferences, or, if the client had been

re-arrested for a serious offense, the decision to terminate was immediately

considered.

A Concern Regarding the Adjudication Process

A concern which surfaced during the evaluation of the program involved
the extraordinary amount of discretion judges apparently are able to use in
handling cases. It was not at all clear who screened the evidence against youth
charged with serious offenses. Neither was it clear how the propriety of
prosecution was determined. A case in point involved a youth who was taken
into custody and sent to a juvenile facility on the basis of a charge the police
were clearly not gbing to prosecute. No policeman was in court and apparentli{
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the action was taken at the judge's discretion. A question arises concerning the

rights of juveniles adjudicated guilty for current offenses purely as a function of

prior offenses. Apparently the only review that seems to have been made by the

court was to look at the juvenilets previous record. Evidently this automatically

flagged the case for prosecution, and no review of the evidence was made to see
if the new charges warranted prosecution,

Program Linkages, Impact, and Related Concerns

Juvenile Justice System

Program linkages with the juvenile justice system were generally good
throughout the first four years of PNP. This was owing in large part to the fact
that in the years prior to the establishment of PNP, OIC had'successfully

operated several other youth programs, a number of which closely interfaced

with various elements of the juvenile justice system. In this way sound

relationships had aiready been established by OIC prior to the launching of PNP

One small but important indicator of the solid relationship existing
between PNP and the Family Court System was the fact that the court had
provided PNP's court liaison desk space in the court building. Of greater
significance was the interest shown in the program by the judges. In fact, the
judges participated not only in local meetings and activities focusing on PNP,, but

.also participated in meetings held on a national basis which brought together
judges from all the New Pride Replication jurisdictions.

The picture was less clear concerning the support given to PNP by
probation officers. While the Project Administrator expressed the view in July
of 1982 that judges and probation officers were among the project's strongest
supporters, several of the key personnel in the project expressed different views
concerning the degree to which probation officers supported PNP. One felt that
"the probation officers are the most difficult to work with" and that this was

because "they are threatened by us. . .(because) we potentially threaten their
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jobs.”  This same individual felt that because probation officers felt so
threatened, they were PNP's biggest critics. A second person independently

echoed the same sentiment.

Another person with major responsibilities in PNP felt that "while the
judges love New Pride. . .(and) are constantly amazed at our success, the parole
and probation people are the real problem." This individual said that PNP's
relationship with probation officers was not good. She said that probation
officers had become fed up with the juveniles who were being referred to PNP
and wanted to see these juveniles incarcerated. When PNP began to provide
them with monthly progress reports on the juveniles, there was some easing in
the criticisms being leveled. The program became more accountable to the

court, bringing problems and successes to its attention.

With respect to police support of the program, this seemed f{airly
favorable. In fact several key staff confirmed that police were generally so
supportive of the program that when a New Pride juvenile got in trcuble, the
police often would call PNP first. In many cases they would not even charge .the
youth, knowing that he was in New Pride. If the police knew that the juveniles

were in New Pride, they appeared to be easier on them.

Schools

PNP enjoyed extraordinarily close ties with the school system. Clients
were given regular school credit for the learning units they completed at the
program. PNP maintained consultative ties with the schools. A manual was
developed by PNP to make certain that educational component staff members
were fully informed of all requirements of the school. Free tests were provided,
as were free lunches. Arrangements were made with the school system whereby

- juveniles in PNP couid take part in certain aspects of regular school athletic

programs.
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Youth Serving Agencies

Because of the philosophy of the other youth programs of OIC, an
extraordinarily broad range of linkages with youth serving agencies had already
been forged prior to the launching of PNP. PNP became the direct beneficiary

.of these efforts and the good will which had resuited from them. When PNP
came into being the linkages were transferred or expanded to include PNP.
Through its own efforts, PNP also added other linkages to those already existing.

PNP's emphasis on exposing associates to concrete experiences which
would facilitate learning was well served by these numerous linkages. One case

in point was the contact established by PNP with the Rhode Island School of
Design Museum.

Museumn persoiinel became interested in helping PNP in
whatever way they could after a group of associates were taken on a tour of a
museum exhibit. Another example was the arrangement made for clients to
utilize the South Side Boys' and Girls' Club facility for the PNP physical
i education program. Linkages were also established with the senior citizens in

£ the volunteer program and with nearby colleges and universities which provided
; volunteers and interns.

;; Parents

One of the most striking aspects of PNP efforts was the emphasis given to
the families of the juveniles in the program. Early on, a Parents' Association
was formed. Participation by parents in special program activities was
encouraged. Dinners were held at Thanksgiving and Christmas time and on other
occasions. Movie nights were scheduled. Unique opportunities were provided for
parents to take a positive part in the program.

provided.

Family therapy was also

PNP also kept parents involved by keeping in touch with them congcerning
behavior problems or other issues that might need addressing as these arose.
PNP also took parents into consideration by providing them with regular reports
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on their child's progress. This seemed to yield particularly positive results.
Providing these regular reports to parents was one notable way in which PNP

differed from the model.

The Replication Effort

The major way in which PNP replicated the Denver model was the broad
all-inclusive philosophical orientation of PNP. Both projects really attempted to
provide a range of services to juveniles, and the emphasis went far beyond the
holistic delivery of services. Rehabilitative efforts were aimed at addressing the
most meaningful aspects of the juvenile's world — their self understanding, their
relationships and roles with respect to family, community, the world of work,
and society, and opportunities to develop through educational activities and
personal and group guidance. Recreational and cultural activities were provided

to help the juveniles become happier and healthier and expand their horizons.

The major similarities between PNP and the model were of a qualitative
nature and had to do with the nature of the thrust of PNP's efforts. There were
very few structural, functional, or substantive differences. The following are

among the major similarities that were found, aside from the efiective

implementation of model components:

. The extremely close relationship maintained between the
educational component and the public school system.

® The wide range of positive linkages which PNP was able
to foster and maintain in all sectors of the community.

e The extent and effectivenass of the program's focus on
parent involvement.

® The emphasis on reality therapy and the nurturing of
positive internal motivation on the part of the juveniles
rather than on external motivational factors and reward

and punishment systems.
° An extraordinarily active Advisory Beard which seemed to

interface in an effective, helpful; and non-threatening
manner with project administrators and staif.
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A major part of its success was owing
oy ! € to enlist.
Xpand readily to undergird PNP when the
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g and the Opportunity to launch the project materia]

This same base of support

New Pride concept came
ized.

It was anticipated that there would be far
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seemed in fact to be the Case
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institutionalized. The single p

fewer obstacles to

ed elsewhere. This
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e o o S Not institutionalized was

In the summer of 1984,

Providence New Prj
b Pride needed $250,000 a year minimum in order t ;
« esigned to operate. She further believ ° funas it had

closer to $300,000 per year.

¢ . _—
he Project Administrator reiterated that

o ed that an adequate budget would be
€ did not in any way wish to compromise New

¢ . .
she viewed as essential components of the mode]

By then $180,000 a year in Sta

$100,000 from the Department of C
Governor'
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hildren and Their Families, $60,000 from the
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Ede rémaining money needed to operate the progr
u?auon Payments for youth enrolled in the schoo]
serving youth. It had 35 active clients, .

emergency
Accreditation would provide
am through Department of
At that time, PNP was still
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Despite the fact that a majority of key decision-makers interviewed in
1982 in the Providence area believed that the chances of finding continuation
money were slim, there is every evidence that PNP-with all of its direct service
components intact - is a respected and established alternative to incarceration

in Providence.

Strengths and Weaknesses

In this project the strengths and positive impacts seemed to far surpass the
weaknesses and problems found. Perhaps PNP's greatest strength was that it had
a strong foundation already laid for it in its parent agency, OIC. PNP enjoyed
wide-spread support — partly inherited, partly self-generated — throughout the
juvenile justice system and from many key elements of the community, parents,

the staif, and importantly, the associates themselves.

The program had an abundance of other strengths which help account for

the support it enjoyed. These most notably included:

° The philosophical orientation of the program focused on
the rehabilitative process in a well-rounded way and
emphasized practical outcomes as well as healthy human
development and socialization.

. Most of the staif and project administration during the
greater percentage of the first four years of the project
were wholeheartedly supportive of the goals of the
programs; they came to the project extremely well
trained and increased their skills through extensive
training opportunities offered them.

¢ The educational component was strong and well
organized, as was the employment component. The
emphasis on real life learning experiences, on developing
an awareness of the world of work, and on learning how to
obtain and keep jobs were all major strengths of the

program.

° The counseling component did a highly commendable job.

T R T L S e e | T e ey

It Is no surprise that almost a| elements of the program were well on their way
to being institutionalized by the end of the fourth year of the project

Weaknesses

While this replication did have some problem areas, none of them was
sufficiently serious to threaten the overall effectiver
problems included;

@ss of the program. These

° O;ngoing. "minor" problems among the associates —
?sent‘eexsm, behav.mr problems, motivation, drug use
especially pot smoking), and the carrying of weapons.

() Intdermiat.ent problen}s involving staffing, staff burnout.
and conflict and tensions arising in part out of differences’
of opinion regarding management styles.

® Budget cuts and inability to kee
. xeep the full complement
staff on board in the third and fourth years of tl'lxae prgjpecg.f

®  Difficulties in findin o
placements. g adequate numbers of quality job

) Difficulties in getting referrals.

° T'*e percgived tension between PNP and probation
qaf_fxcers with the feeling on the part of some staff that
PNP was threatening to the probation officers.

® The tendency of educational effort i
. s to fail to address th
ggeds of the "middle group" falling between the leaming
isabled and the fuily functioning associates. '

Overall Impact

In addition to ethnographic data suggesting that this project was the most
effectively implemented and institutionalized of all the replications of New
Pride, management information and evaluation data indicated that it had the
most positive impact on its clients. Analyses of the expected recidivism
probabilities of groups by site placed this project consistently first, as the one
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with the greatest margin in favor of the treatment group. Furthermore, a

greater percentage of clients successfully completed the program at this site

than at any other.

The effectiveness of the project could be attributed to many different
factors. These included the credibility and influence that the Project Director
had with the parent agency from the begi}ming, and the high level of experience,
skill, and motivation of the staff. In-service fraining was provided to the staff

to assist them in implementing the New Pride model.

Summation

Almost all of the staff had extensive prior experience working in programs
addressing the needs of delinquent youth. Many of them had worked previously
for the parent agency in other of its youth projects, so they were not only
acquainted with the operating style of the agency, but they also had a first hand
acquaintance with the resources of the agency and the extensive networking that
the agency had done in developing working relationships with various eiements

within the community. Ready access to these resources meant that staff did not
have to begin from scratch in building these essential ties with the juvenile

justice system, the school system, and youth serving agencies in the community.

The project's administrators and personnel were especially well prepared
and equipped to implement the project in a holistic manner. They infused into
their overall efforts a sense of mission and a degree of experience and expertise
which allowed them to be highly successful service providers to the New Pride

target group.

The pruject was tightly controlied, but very well run. The full complement
of progrzm components which were a part of the New Pride model were
implemented in an effective manner. The fact that the project was located in
the same facility as the parent organization contributed in a major way to the

success of the project. Isolation of the project from the parent agency was not a
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roblem. i
problem. The readiness of the parent agency to open doors for the project, share
resources, and provide support in other essential ways also played a significant
role n the success of the project.

Like the model program in Denver, State funds to support New Pride were
generated from three major sources: The Departments of Social Services
Corrections, and Education. Because of effective management support by the’
par?nt agency, a good reputation in the community, ard extremely hard work by
a. Director who believed in New Pride, the project was still fully functioning and
financially independent of Federal subsidy as of September 30, 1984. The project
demo:strated that, at least for the short term, institutionalization could become
a reality.
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SAN FRANCISCO NEW PRIDE

In March of 1930, the Office of Juvenile Justice and Delinquency
Prevention awarded the Golden Gate Chapter of the American Red Cross a two
year grant of $887,335 to develop and implement San Francisco New Pride
(SFNP). The San Francisco Red Cross, at the time the proposal was submitted,
had obtained the written cooperation of the San Francisco Juvenile Court to
refer as many as 150 youth per vear to the San Francisco Program. These youth

were to come from the Hunters Poin%, Missiorn, and Western Addition Districts of

San Francisco.

- The Juveniie Justice System

Juvenile intake in San Francisco is the responsibility of the Probation
Department. There are two intake units. One serves the northern porticn of the
city and one serves the southern portion. There are three options at intake for
offenders who are not yet on probation. The first is to "admonish and close,"
where the youth penetrates no further into the juvenile justice system. The
second is "voluntary or informal probation" in which no petition is filed, but the
youth is supervised by a probation officer. The third option is a recommendation
to the prosecutor's office that a formal petition be filed. After this initial
screening of complaints by probation staff assigned to intake units, their
affirmative recommendations are sent to the prasecutor's office, which has final
responsibility for proceeding to adjudication. If a youth is already or probation,
the decision as to what should be done with a iew offense is determined by his or

her own probation officer.

In San Francisco prosecution is the responsibility of a specialized juvenile
unit of the District Attorney's office. The oifice is located on the premises of

the juvenile court and stafied with five full-time attorneys.

Legal counsel to indigent juveniles is the responsibility of & specialized
l juvenile unit of the Public Defender's office. The juvenile unit of the Public
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Defender's office is staffed with seven full-time attorneys and also located in
the juvenile court building. Legal services attorneys provide defense counsel in
cases where there are multiple defendants and/or a conflict of interest. Private
attorneys provide legal services to that small proportion of youth who can afford
such representation. Contested adjudication proceedings in San Francisco are
adversarial in nature. However, respondents reported that a large proportion of
cases are settled without contest through the plea bargaining process.

If a petition is adjudicated true - that is, the youth is found guilty - a
number of disposition options are available. For {first-time, non-serious
offenders, where the family unit is somewhat stable, informal probation is the
most frequently used option. For more serious offenders, formal probation is
ordered. Probation supervision may or may not be accompanied by other
restrictions. Some of the more commonly applied restrictions are restitution to

the victim and community service in a probation-operated public works program.

A more restrictive disposition option is commitment to the county-run Log
Cabin Ranch. This is used for older, multiple, or more serious offenders, and
generally involves an eight-month to one-year commitment. As alternatives to
this option the judge might sentence a youth to weekends in the juvenile hall or
to the Intensive Counseling Program with 30, 60, or 90 days in juvenile hall.

"Out of home" or "private placement" in special settings such as group
homes are generally reserved for psychologically disturbed youth. The state
training school, the California Youth Authority, is a seldom used option. It is
reserved for very serious offenses or for youth when all of the other options have
been tried and found lacking.

Both judges and referees sit on the San Francisco Juvenile Court bench.
The Head Judge is a Superior Court Judge who is rotated through the Juvenile
Court position, but not for any specified length of time. Though the Judges and
referees generally follow the disposition recommendation of probation officers,
there are a substantial number of cases in which they do not.
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The San Francisco Juvenile Court has a long history of working. closc‘aly with
community-based organizations. Despite the adversarial relationship tl:uat
developéd during the activist era of the 1960's, th.e court and probaz:l:n
department have worked closely with traditional agencies such as t.he YMCA,
Jewish Family Services, and Catholic Social Services as well as with smaller

community-based agencies.

An internal study conducted by the Probation Department revealed that
almost three-quarters of the youth under the supervision of the department also
had an active involvement with an outside community agency. Approximately 20

such agencies in San Francisco provide the majority of these services.

Acquisition of the New Pride Grant

The Chapter Manager of the Golden Gate Chapter of 'the American Rded
Cross played a key role in the decision to apply for a New Pr.xde grant.. He .ha. a
particular interest in New Pride in that he had p{ayed a funding role in assfstmg
Denver New Pride to develop its first program. During the .twelve years prior t:
coming to San Francisco, he had served as Director, Asszs:tant .Manager; i:e
Deputy Manager of the Red Cross Chapter in Denver. \T/hlle D.u'ector' o
Denver Chapter he initiated the Reachout Office under which Project Pride was

developed.

The Chapter Director convinced the agency's Board of Directors to apply
for the grant and contribute the 10 percent match. Apparentl?l at the 'outset
there were reservations from the Board about participating in this effort m. t.hat
the Red Cross, historically, does not usually accept federal monies. In a’ddmon,
there was apparent reluctance on the part of the Board to go into the busmess;< ?f
treating serious delinquents. The Chapter Director won the support of a‘ e:l
benefactor on the Board and the New Pride proposal was written and submitte

despite the objections of other Board Members.
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The staff person who played the primary role in writing the grant proposal
was to have no involvement with the project after it was funded.

It also bears
notirig that the proposal itself appeared to be hastily done wit

h very little
apparent attention given to substantive concerns and issues bearing on the
program. A separately bound copy of the California State Laws

pertaining to
juvenile offenders was appernided.

Another San Francisco agency, Youth for Service (YFS), had also submitted
an application for a New Pride Replication Project. This agency was invited by

OJIDP to serve as a subcontractor to the Red Cross. The combination of

contractors was seen as combining the administrative strength of the Red Cross
with the youth service capability of YFS.

The Parent Agency

The Golden Gate Chapter of the American Red Cross is a private, non-

profit, multi-service agency, operating in San Francisco and San Mateo counties.

In 1978-79, the chapter involved 6,600 volunteers and 58 staff in service to

156,000 people. through 120 community programs and projects. Services fell into

four major areas: health and safety education, youth services,
and disaster relief and preparedness.
$1,265,000.

social services,
The 1978-79 operating budget was

For many year~ the Chapter had worked closely with Government in

providing services to victims of disaster, veterans, and active servicemen and

their dependents. In more recent years, the Chapter had adopted and developed

New programs and projects to address the needs of the chan

ging urban
population,

One of the chapter's projects was the Mission Service Center. This center

provided services to a predominately Spanish-speaking clientele. In 1979 it
served 7,647 residents of the Mission District of San Francisco through a variety
of programs. The Center's Vital English Project was one of the largest
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all-volunteer tutorial programs in the city. It was designed to provide basic |

English lessons to newly arrived residents. The project also attempted to :

increase the participants' self-confidence and motivation to move on to more

advanced courses in a conventional school setting. ;’
|

During 1978-79 Red Cross Social Services reported 6,122 cases served.
This department offered counseling in personal and family problems, assistance
with government benefits, financial assistance, information, and referral to
active servicemen and their dependents, veterans, civilians, and disaster victims.
Counseling for personal and family problems and financial assistance comprised )
the bulk of the caseload, which was 50 percent black and 70 percent minority. In
1979 this department had a grant from the State Department 10 provide location
and verification of family relationships to assist the Immigration and

Naturalization Service in the immigration and reunification of Southeast Asian

families.

Traditionally the youth services which were provided by the Red Cross

dealt in an indirect way with clientele. Staff providing such services were

generally experienced professionals with degrees in education and social work.

They would normally work closely with administrators and teachers at all levels
of public and private schools to involve students in curriculum-related service .
projects, such as the candy-striper programs at local hospitals. They also

provided school personnel with free consultation on the use of a wide range of

health and safety materials, such as films, curricula, and program guides.

The Chapter did have a few youth programs which provided direct services
to youth. One such project was funded in 1978 by the San Francisco Foundation i
and the Zellerbach Family Fund. It was a youth diversion program designed for
64 adolescents from four junior high schools. Youth having delinquent tendencies
or recent court records were identified by school counselors. The program had

three major components: volunteer service, personal growth, and le idership

development.

R R S R

The Chapt i
pter had also provided supervision for adult and juvenile offenders

on probation. It administered a CET om the County
. ] CETA grant of $110,000 fr
Mateo to provide on the job training ’ t o o
’

and developed j
teenagers entering the job market, ped job search workshops for

During th
. g 'e summer of 1979 the Chapter received a grant from the S
Mateo Foundation to provide a job readiness pro -

in San Mateo County, gram for unemployed teenagers

The Subcontracting Agency

In
ed

o YFS was a city-wide agency serving youth aged 16 to 25

e i .

; P youtt:n meet their employment, educational, counseling,
ome services were also extended to clients' Afamilies

Its goal was to

and social needs.

Clients of YFS had primarily been minority

educationally, youth from economically,

o !and Culturally disadvantaged backgrounds. Emphasis had been
o . .
P dr; sdervu:e to delinquent and pre-delinquent youth, in or out of school
ad had extensive experience in dealj i .
. ing with the psychological i
economic problems of youth and their families M

agency, it had developed a good reputation amon
San Francisco.

A grass roots community-based
g the human services agencies in

In the late 1970s YFS operated a city-wide CETA-funded training program

This
program helped unemployed youth aged 18 to 25 with a high school diplo
ma

durati i
ation, two weeks of which were spent in the classroom deve

skills such as application completion, loping job seeking

resume preparation, telephone techniques,
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prospective employer research techniques, interview skills development, want ad
assessments, and San Francisco labor market analysis. Clients' skills and
attributes were xlso assessed, and participants enhanced their skills through
videotaped practice interview sessions and working closely with an employment
specialist. The remaining four weeks of this program were spent working in the
field with an employment specialist seeking employment. The YFS Job Search
Program had been funded through the San Francisco Mayor's Office of

Employment and Training since 1974 and as of 1979 had served 1,500 clients.

In the arrangement struck in May of 1980, YFS and the Red Cross agreed
that YFS would "provide all services relevant to the employment component of
New Pride ... and assist in the selection of two classroom teachers." It was also
agreed that an equal number of representatives from the Red Cross and the YFS
Boards of Directors would act as the project's Steering Committee.

SFNP Steering Committee and Advisory Board

The Steering Committee was to be composed of equal numbers from the
Red Cross and YFS Boards of Directors and to have responsibility for the
programmatic direction of SFNP. The Steering Committee was also responsible
for setting up'New Pride's Advisory Board. The Advisory Board was to be
composed of Red Cross and YFS board members and community participants. It

was to serve as a resource procurement, development, and distribution body.

Program Components

SFNP had six components:

l. A diagnostic component
2.  An educational component

3. A counseling/intensive supervision component
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4. An employment component
J. A recreational component

6. A program data collection/evaluation component

Diagnostic Component

As in the Denver model, the diagnostic component was to involve a team
consisting of a learning disabilities specialist and a psychometrist. These
specialists were to screen each client with respect to visual, speech, hearing, and
learning abilities. The screening process was to run approximately two weeks

and contribute to the overall client service plan.

The turnover in staff in this component and the failure of management to
provide adequate support and leadership thwarted the effectiveness of these
efforts and impeded their adequate interfacing with the other components of the

project.

Educational Component

The staff of the educational component was to consist of a school
maintenance coordinator, a learning disabilities teacher, two classroom teachers,
and a speech and language teacher. The school maintenance coordinator was to
work closely with San Francisco Unified School personnel to develop and
maintain a reentry and support system for participants returning to the public

school setting.

The educational component was to develop individualized educational plans
for each student and conduct classes for a maximum of twelve students in a half-
day educational setting. Unlike most replications of Project New Pride, there

was no job position of Alternative Education Coordinator. Rather, at least for
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the first year or more of operation, an LD teacher assumed that function along

with the project diagnostician.

The education component was implemented in a noteworthy way, in spite
of and not because of administrative support for its efforts. Not only did those
with administrative responsibility for the project demonstrate their
recalcitrance and apparent inability to address personnel matters in an effective
manner, but they had major problems relating to the staff. Faced with recurrent
disciplinary problems with clients, they failed to provide needed support and
leadership. All of these factors probably rendered the educational efforts less
effective than they might have been. Owing to the dedication and

professionalism of the staff, however, progress was made nonetheless.

The educational component became more credible in the project's last
year, due to a change in project director and more intervention on the part of
OJJIDP. The direction of this component was assumed by a warm and effective
administrator who had also served as the Coordinator of Intensive Supervision.
When she eventually assumed the role of proj=ct director half-way through the
third year, the whole program began to operate better.

Counseling/Intensive Supervision Component

A counseling team was to be established consisting of one supervisor and
three full-time staff. The counseling team was to be responsible for conducting
intakes on new clients and helping them participate in project activities by

providing ongoing guidance on educational, employment, and social problems.

A number of staff initially hired as counselors transferred positions within
the project, rather than stay with their initial assignments. Despite such
changes and high staff turnover generally, the counseling component was also

carried out in a fairly effective manner.
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Employment Component

Originally, as previously mentioned, the em ployment component was to be
provided by Youth for Service (YFS) under a subcontract arrangement. ' After
twelve months, the YFS Board of Directors voted not to renew their subcontract
with SFNP. They had become aware of some of the project's problems and
wanted to disassociate themselves from SFNP.

Now the responsibility for the employment component was assumed
directly by SFNP. An employment team consisting of three staff offered job
preparedness training which included methods for seeking and maintaining
employment. When the training was completed the staff was to find each client
half-day employment.

Although initially this compenent had some serious problems, it was
eventually one of the best implemented of the entire project, particularly during
the year beginning October 1, 1981. An extensive report covering this period of
activity reflects a well organized and effective effort. Of the 95 students
served during that timeiframe, 65 percent were found placements. -

All students were exposed to a wide range of materials and information
concerning the world of work. Career awareness efforts included tours of
businesses and industries and presentations by persons working in these
organizations. Career preparation included videotaping of practice jeb

interviews, filling out application forms, developing resumes, making

appointments for interviews, and the like.

Credit for the success of these efforts must go to the Employment
Specialist and other staff who were directly involved. The final director of this
component was very well qualified to do it, having done extensive job
development work prior to assuming this position. He was dedicated to young
people; he even organized and instructed New Pride youth in the production of
videotapes about issues affecting youth today. These were subsequently aired on
public television. He organized a walk-for-work program and other efforts

aimed at facilitating client em ployment.
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Recreational Component

A multicurricular recreational team consisting of all program-related New
Pride staff was to supervise a program of recreational, social, and personal
growth activities for clients. While these efforts were less well structured than

had been originally planned, they were carried out to some extent by the more
dedicated members of the staff. ’

&

Data Collection/Evaluation Component

Serious problems evolved in data collection and program evaluation efforts.
Some of these reflected the constant dislocations in other aspects of the project;
others had their source elsewhere. Highli‘ghts of these problems include the
foilowing:

l. A high rate of turnover in the persons holding data
collection and program evaluation-related positions,
including the diagnostician position, and intermittent
failure to keep these positions filled.

2. Failure on the part of the project administrators to ensure
that persons hired to perform MIS/evaluation functions
were able to avail themselves fully of training and
technical assistance opportunities offered by the National
Evaluation Project. ’

3. An early decision by the project administrators to
purchase a computer which was not readily compatibie
with MTS.

4. Refusal at times on the part of the administrators to
allow persons performing MIS/evaluation functions to do
so unimpeded and unencumbered by non-MIS/evaluation
responsibilities.

5. Increasing difficulties faced by each newly-hired person in
having to correct and "clean up" previcus work while
trying to do what was possible to keep current.

6. Difficulties bearing on the administration of the project,
including strained relationships and communications
between the administrators and the National Evaluation
Project and OJJDP.
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7. Apparent diificulties in obtaining the data required.

8. Apparent footdragging and refusal to provide certain
data.

9. Failure to complete data gathering requirements in a
timely manner.

10. Undue problems in acquiring needed comparison group
data.

The result of these many problems was that the data collection and
evaluation requirements did not begin to be met adequately until the final year
of the project and that no complete evaluation using information about the
activities of earlier cohorts was possible. Data were eventually cleaned up and
entered correctly by an outstanding program analyst hired in the project's last
year. Comparison group data were finally obtained.

Staffing

In addition to these components and staif, SFNP had a series of persons
serving as project directors, assistant project directors, school reintegration
coordinators, and project evaluator/researchers. Information from the service
provider data file indicated that there was a three-year project total of 200 staff
members, approximately 25% more staff than clients served.

Before the grant was awarded, but after being given the "go-ahead" by
Q31IDP, the Red Cross hired 2 New Pride director, a diagnostician, and a
researcher. The Chapter Director then dropped out of the New Pride picture and
never reemerged. The administrative responsibility for the program rested with
the Project Director and an Assistant Director/Fiscal Officer, who occupied that
position for oniy a few months. The first evaluator resigned after two months
and the diagnostician after nine. The Project Director was replaced after a year
and a half, and a newly appointed Assistant Director became the Acting

Director. He stayed in that position for one year, and was replaced during the
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project's final 6 months by the Coordinator of Intensive Supervision. High staff

turnover plagued the project throughout its life.

The project Advisory Board, which was formed during the first three
months of project operation failed to serve its intended function. It did not
emerge as a viable decisive influence in the history of this project.

Project Facility

During its first year, the project occupied a portion of the space on the
first floor of the Red Cross Chapter building at Sutter and Gough in San
Francisco. This space was cramped and the offices were inadequately furnished.
In the second year the project took over all of the first floor space. With the

expansion in space, various environmental improvements were made.

The relationship of SFNP with its parent agency would have been strained
without their occupying the same building. The fact that the facility was

located in the same building strained the relationship all the more, particularly'

as the project got underway, and incidents involving theft, violence, and drug use
took place on the premises.

Implementation

The project did manage to last a full three years with Federal funding.
That it was never institutionalized was not surprising. Chances for success were
bleak from the outset. Initial problems which emerged will be touched on and
then some ensuing problems will be briefly discussed. This overview will be
divided into the following four phases:

l.  The pre-launch period

2.  The launching of the project
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3.  The first two years

4.  The final year

The Pre-Launch Period

As previously noted, the proposal appeared to be both hastily and
inadequately prepared. On top of that the initial decision to seek the grant had
for all intents and purposes the strong support of only one Board member.
Moreover, the decision to join forces with YFS involved attempting to establish a

bond between two organizations which did not have much in common.

The part of the Red Cross facility which was to be used for New Pride had
to be extensively refurbished in order to accommodate the project. This was

accomplished hurriedly with less than adequate planning.

The thought of locating SFNP in the same building as other Red Cross
chapter activities was not welcomed by many of those who used or worked in the
building. The perception was widely held that the project woulld bring dangerous
juveniles into the building who could cause all kinds of problems, including

endangering life, safety, and property.

The Launching of the Project

The person hired as the Director had had little experience to qualify him to
run the project. He proved to be lacking in basic administrative, management,
and organizational skills. The staff who were hired quickly realized that
longevity in their positions depended on how well they were able to get along and
go along with the Director. Many quit as they found it impossible to do one or

the other or both.

The Director and from time to time his immediate colleagues
demonstrated an early inability and/or reluctance to work with the National
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Evaluation Project. While there were early indications that a cooperative
relationship might be achieved, these were to be repeatedly dashed. The MIS

activities were oif to the wrong foot from the outset.

The First Two Years of the Project _

Problems with staff turnover, failure to maintain the full complement of
key staff, and low staff morale continued during this period. In addition, there
were serious discipline problems at the project. Clients acted-out, and stafi
were thwarted in their attempts to set firm and consistent rules and sanctions.
Those in primary positions of responsibility in the project seemed unable to take
steps that might have helped alleviate this situation. During its first two years,
the project was simply toe poorly managed for any decisive steps to be taken and
few meaningful limits were ever successfully placed on the actions of the
juveniles at the project. A case which illustrates this near absence of limitations
involved one of the staff who, while in her seventh month of pregnancy, was
assaulted by a client. She demanded that the client be terminated from the
project or she would not return to work. The client was not terminated and she

did not return to work.

Problems with court liaison functions made getting referrals difficult
despite intake criteria that differed significantly from that used by the other
nine sites. (See Appendix). Problems SFNP staff and administration apparently
had in accepting and/or interpreting project requirements made data collection
efforts involving court data less than efficient or effective. The requirements

for a comparison group were adequately met only after staff of the National

Evaluation Project met with Court representatives to help sort out some of the

problems SFNP was having.

Relationships between the project and the National Evaluation Project
were strained early on and seemed to steadily worsen. This seemed to be in part
owing to SFNP's apparent reluctance or incapacity to meet reporting

requirements and in part owing to repeated gestures of unwillingness to
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cooperate and c i i
ommunicate openly (i.e., missed appointments). The sjte's

evaluation efforts ranged from meagre to unusable

Similarly, relationships between SFNP and
This process of deterioration did not be
the projec.t. By around the 18th mon
that the Director

OJJIDP deteriorated with time.
gin until the middle of the second y=zar of
e e t.h of the project, OJIDP was demanding
. . e Director was nominally
was changed to Director of Institutionalization in the Red C

no longer technically working for the project, sosed

replaced; his title
ss Chapter. While
he was supposed to be responsible

for the instituti i i
tionalization of SFNP. He also continued for some months to

tulfill other functions which had been hjs resp

. onsibilit i
another director had been hired. % Directen even o

ne
One of several reasons that OJIDP insisted on the Director

the emergence of problematic audit reports.
Pride monies were handled in 3 different audit
activities of the Red Cross.

's removal was
At this Director's request New

. system than other projects and

resotrens fronr oo administ‘ll"hx.s unusua-u Situation effectively removed project

iy . : ative review procedures of the parent age
entually Justice Department auditors found many discrepancies e

The Final Year

During the third and last year, particular]

project's life, Y the last six months of the

opposed to 1 mi:,){ beneffcxal changes ?vere made, including an effective (as
vas prometes f lously titular) change in project directors. The last director
She ot a1 \:/o: the staff posit.ion of Coordinator of Intensive Supervision.

egree and Previous managerial experience as Director of

Clinical Services in a iatri
psychiatric hospital in New Yo ini
was hired to fil] her vacated slot. e A i Frcholosis

The pro
program began to puil together in a more concerted manner and
an

g

Rebuilding the program became the focus of effort Help was accepted
- e
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5. The Coordinator was then to assign a counselor to initiate
4

luation contact with the client and his/her family within three
i evaluati
from the technical assistance contractor, as well as from the national ! days of referral.

< tpod e

staff.

Procedures were also developed involving collaboration between the

juvenile justice system and SFNP to define and implement a contractual

agreement with the youth, his/her family, SFNP, and the Probation Officer.
Other procedures were defined for rejecting a referred candidate.

Eligibility Criteria and the Referral Process

. . - h
Early on SFNP worked out an agreement with the court which changed the
! indi i 2 offenses
ligibility criteria from three adjudications (findings of guilt) to thre' of ' |
; - eligi nded agreement between Project New Pride and the Juvenile Justice | erogram Likage. it ¢ Bt o
. l Probation Department). The rationale behind this move was
Court and Juvenile Pro ' move v
that too few referrals would otherwise have been available to the projec

i n the whole
result of this modified criteria, however, the clients of SFNP were, o ’

SFNP's image in the community and relationships with the

system, the school system
less serious offenders than those of other sites. : positive.

juvenile justice
» and the youth serving agencies appeared to be fairly
A detailed description of the opinions presented by members of these
groups can be found in the chapter on the Intensiv
Because of the positive regard in which the
that most of the numerous,

e System Impact Study.
project was held, one might conclude

major internal problems of SFNP and problems
between SFNP, its parent agency,

1 H

ety

and its initial subcontractor were either not

readily apparent or not important to most of those interviewed in the study.
ﬁ; elements in the community treated and regarded SFNP as if it were a relatj
sound program, although they were not very ho
institutionalization.

iviti i ime just prior to
two previous occasions for criminal activities, and, at the time | p

Key
entry into the New Pride Project, be hefore the court on a third offense.

vely

I C i cedural a
Judge court referees, and the Probation Department. he followmg pro ?
?

kb kAw e

The relatively positive image that SFNP held in the community was
mechanism was followed:

5 i .

4 doubtlessly shored up by the Director's public relations efforts. He was, in the
Th Probation Department contacted SFNP‘;S ! words of one critic, capable of "talking a good game." He was apparently able to
. e ) \ s ; initiate . e . .
! Counseling/Intensive Supervision Coordinator to create or sustain a positive Image with regard to the project's soundness,
’ referral. S 3

effectiveness, and viability. Evidently,
that the project was sound enough to me
capable of helping in the process.

2 A referral form was forwarded to thg coordinator ev::l;isl;
) included relevant information concerning the prosgbaﬁcm
client and the name and phione number of the pr

officer.

he even convinced the parent agency
rit institutionalization and that he was

3 The Probation Department then notified the youth and the

The nature of SFNP's
family of the youth concerning the referral.

linkages with various elements in the community
needs to be understood in light of the preceding considerations.

the project was not as it seemed. The community and evidently e

Simply stated,

. ‘ ; d
4 The Intensive Supervision Coordinator in SFNP informe ven the parent

. . :
the project's administration of the client referral fo
administrative screening.
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agency did not fully appreciate the problems the program had while it was in
operation. Indeed, two years after the project started, many individuals within
the community continued to hold the project in high regard. With respect to key
persons in the Red Cross, they showed an absence of appreciation of the nature
of the problems facing SFNP when they refused to sever the Directar and instead

retained his involvement with the project.

Linkages, impacts, and concerns bearing on the juvenile justice system, the

school system, and other youth serving agencies are discussed more fully below.

Juvenile Justice System

The most important linkage for New Pride sites was the one with the
juvenile justice system. The sketchy and sparse documentation from the project
makes it difficult to depict the character of this relationship much beyond what

has already been indicated.

In an interview conducted during the project's start-up phase, the Director
remarked that the court did not seem to understand what the eligibility criteria
were. Yet the agreement between New Pride and the court and probation which
was signed during that same period indicated that the project was sanctioning
and making official a significant departure from the replication's eligibility
criteria. Indeed, when the National Evaluators later examined the site's MIS
records, they found that approximately half of the juveniles who entered the

project were ineligible according to replication guidelines.

Other aspects of court/preject interaction which bear noting here involve
problems in communications concerning meeting the data requirements. The
National Evaluation Project staff had convened a meeting with important
represéntatives of the San Francisco Juvenile Court to help SFNP sort out some
of the issues which arose concerning comparison group and follow-up data. While
expected, no one from SFNP appeared at the meeting. Nonetheless, some
problems were cleared up. Others may well have been circumvented had the
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project administration acce ini
pted training and technical i
3 a !
e oot s ssistance for itself and

School Linkages

A sm i
all problem had arisen early on which raised questions concerning

credenti i
.nnals of teachers and accreditation of the SFNP educational eff
solution was found by using the term e

"special education."

A
"rehabilitation education" in place of

In ear ly i ici:
1981 the dxagnostxcxan, alternative school coordinator and
’

This meeti

o .deetmg was held for the purpose of setting up procedures and developin
1vidual Educational Plans (IEP's) for clients who would be reintegrated i g

the scheol system and who were identified as LD grated into

relationship between SFNP and the school system
b4

overall the relati ip di
not seem all that cooperative, tionship did

.1 age . ] I . l . .
]

"to give ou
g t data on grades and attendance or anything. . .the diagnostic people

Resardi . . .
garding other kinds of linkages with schools, several students were taken

on site visi i
Isits to community colleges to better acquaint them with future

sducati ibiliti i
tional possibilities. The first client to enter a college enrolled in City

College of San Francisco in late 198].
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Youth Serving Agencies

SFNP had a wide range of other linkages to youth serving agencies. During
the first year of its operation, YFS had been linked as a subcontractor to the
program as has been noted above. Another linkage was with the SQUIRES
program (San Quentin's Utilization of Inmate's Resources, Experiences, and
Studies). SQUIRES consists of inmates who see as their task "redirecting youth
in a meaningful direction, away from prison, and to a useful life in society."
SFNP clients made three Saturday visits to San Quentin. ;These visits included
twelve hours of intensive counseling focusing on how easy it was to get into

trouble and how difficult it was to get out.

There was involvement in project activities 'by a wide range of
organizations. The San Francisco Police Department provided speakers who
addressed topics which ranged from crime prevention to backpacking.
Volunteers from the Red Cross network were also drawn upon, but were not used
in an optimal manner given the many problems affecting the day to day

operations of the project.
Ways in Which SFNP Differed from the Model

The problems bearing on the internal workings of the project, all of which
are enumerated above, comprise the crucial ways in which SFNP differed from
the model.  Substantively, having significantly looser eligibility criteria
represented a divergence from the model.

Institutionalization
The original strategy for institutionalization appears to have rested

primarily on the hope that the influentiai Board member who initially supported

the submission of a New Pride proposal would somehow pave the way for
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institutionalization when the time came. For whatever reasons, this was not to
. happen.

A number of factors made institutionalization highly implausible, and
eventually impossibles

. The poor administration and management of the program
and its institutionalization effort.

e The lack of identification of appropriate sources of
Support that could have opened the way to
institutionalization. ‘

° Few and rarely well-organized efforts to acquire

alternative funding.

° The fact that no effective efforts were made to "sejl" the
program.

No clear or realistic plans to find local support were ever implemented at
this site. The last Project Director, while a capable administrator, was new to
California and unfamiliar with State and local funding sources. Moreover, she

was fully occupied meeting crises and repairing damages resulting from the
project’s previous management.

Summation

Given the myriad of serious problems plaguing SFNP during its first two
years, it is not surprising that the program components did not and could not
function in a fully effective manner during that time. In fact it is quite
surprising that they were able to function as well as they did. Although positive
changes began to occur in the third year, the programmatic focus of these
efforts necessarily eclipsed any attempts to institutionalize the project.

Some clients were well served by the project. This was a result of the
efforts of individual professionals on the staff who continued to dedicate their
energies to caring for and helping the delinquent youth in the program. These
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individuals seemed to be able to continue functioning with a relatively high
degree of effectiveness in spite of innumerable problems which so deleteriou:sly
affected the project. When the project closed, the holistic concept of service
delivery involving the organized and concerted effort of professionals from
several disciplines on behalf of young people with many needs had, for the first

time, some chance of becoming a reality.

. 5-290

S

B S P VAP N P NPT,

B (e

3 American Red Cross

PROJECT NEW PRIDE

Ms. Marjorie Miller

Juvenile Justice Specialist

Special Emphasis Division

LEAA ~ U.S. Department of Justice

Office of Juvenile Justice and
Delinguency Prevention

633 Indiana, N.W.

Washington, D.C. 20531

Dear Ms. Miller:
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Golden Gate Chapter
1550 Sutter Streer

San Francisco, CA 94109
(415) 776-1500

July 16, 1980
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Jares . Williams
Marager, Golden Gate Chapter
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PROJECT NEW PRIDE = SAN FRANCISCO
AND

THE CITY AND COUNTY OF SAN FRANCISCO
JUVENILE JUSTICE COURT AND JUVENILE PROBATION DEPARTMENT

REFERRAL PROCLEDURES

I. DEFINITION

For purposes of the New Pride initiative, it is
the uncderstanding of Project New Pride - San Francisco
and the San Francisco Juvenile Court and Probation
Department that the definition of serious offender,

" according to the Weshington, D. C. criteria, denotes

=y

those youth guilty of law violations determined by self-

admission and/or court procesdings. As such, these
violaticns are deemed to prcmote, escalate, and/or
result in repeated law violating activity that is
detrimental to the physical ancé/or psychological
well-being of the youth and/or community.

Youths between the aces of 14 and 17 years will be
eligible for Project New P;ide who have been involved
in law violations, i.e., miscemeanors and/or felonies.
Further eligibility reguirements are that the boy or
girl must have been referred to the probation depart-
ment or the juvenile court on two pfevious occasions
for criminal activities, and presently be before the
court on his/her third offense. Due to the situation
of the third involvemgnt the minor is in danger of
otherwise being placed out of the home or placed on
probation,
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